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ABSTRACT 
 
 
 
The missions and business models for most arts organizations were created prior 
to the advent of the Internet as we know it today. Arts businesses, whether non-profit or 
for-profit, face a growing digital divide in which technology is moving very quickly, but 
these kinds of small businesses are not keeping pace, and in general can not.  
This thesis provides original research in the form of two case studies, which 
explore the question of how the evolving online landscape is changing how we construct 
our arts organization web presence, and conceive of what our role is as an arts 
organization or artist. Utilizing the examples found in these case studies, this paper 
provides practical approaches for ways that even small arts companies can begin to cross 
the digital divide and leverage improved web presences to meet their business challenges 
today, and innovate for the arts industry in the future. A key conclusion of this paper is 
that, regardless of size or budget, arts businesses need not be left out of the digital 
conversation today, nor relegate their technical aspirations to the sidelines. 
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INTRODUCTION 
 
The intended purpose of this thesis is to identify how the website redevelopment 
process can empower arts organizations to both make better use of the web for practical 
business solutions, as well as to better understand the larger business opportunities made 
available because of the web. Over the past decade, digital technology has cast a bright 
spotlight on the business models of a growing range of industries, regardless of size or 
scope, for-profit or non-profit. As a result, some of our oldest and most respected 
industries have been seismically altered. The effects of these first major tech disruptions 
are already felt in the daily lives of consumers and are well documented in the press. 
While there are also some clear signals on what industries may next be ripe for digital 
disruption – higher education, health care, television, consumer product connectivity, 
automotive, energy storage, and genomics, among others1 – there has been less indication 
of what these technical trends may mean for the arts industry. The central question that 
this thesis seeks to answer is: how is the evolving online landscape changing how we 
construct our arts organization web presence, and conceive of what our role is as an arts 
organization or artist? 
 
 
                                                
1 Aimee Groth, "12 Disruptive Technologies That Are Changing The World" Business Insider, May 23, 
2013. http://www.businessinsider.com/mckinsey-technologies-that-will-disrupt-our-world-2013-
5  (accessed October 3, 2013). 
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Thesis 
The story of this thesis is primarily told through a pair of case studies on recent 
web development projects conducted for two separate arts-related organizations. The 
leadership of both SethTV, a for-profit arts-entertainment company based in New York, 
and the Arts Council of Wayne County, a non-profit arts organization in North Carolina, 
each sought to better utilize the web to reach their business goals. The case studies will 
examine the decision-making processes between this author, the professional 
development team he recruited and helped to lead, and the two client companies. It will 
follow both projects from inception, through the discovery, design, development, and 
launch phases, including detail on needs surveying and e-business strategy as related to 
mission goals and business model. Each case study will conclude with analytics reporting 
on some of the measurable results of each of the SethTV and ACWC projects, at 
approximately 2 years and 1 year post-launch respectively. It will address successes, 
frustrations, and remaining challenges and goals for each project, as well as future 
opportunities that each project may suggest for them and for the larger arts field.   
The question posed in this thesis is also a product of this author’s long personal 
history working in three relevant fields: first as a conservatory-trained professional 
theater artist, next as a music industry senior marketing executive, and most recently as a 
web services business owner. This extensive background in these three fields has 
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contributed to the author’s interest in examining opportunities to wed the mission-related 
and business-related needs of arts organizations with what is possible on the web today.  
 
Literature Review 
 
Technology alone is not enough… it’s technology married with the liberal arts, 
married with the humanities that yields us the results that make our hearts sing. 
– Steve Jobs2 
 
Looking back at the past decade, the first venerable industry recognized as being 
disrupted by digital technology was the music industry.3  It controlled production and 
distribution of popular music for over half a century. It rode the baby boomer wave 
powered by the birth of rock, the portable radio, and the winds of cultural revolution, 
building enormous profit margins and a top-heavy infrastructure along the way.4 Ten 
years ago, the mp3, file sharing and new digital music players heralded change. The 
industry aggressively resisted, and Apple, Inc. took advantage of this tech-driven 
upheaval with the innovative debut of the iPod and iTunes. Adjusted for inflation, music 
industry revenue today is less than half of what it was when Apple opened the iTunes 
Music Store in 2003. Sales of music though – as cheap digital singles – has increased 
                                                
2 Steven Johnson, "The Genius of Jobs: Marrying Tech and Art" The Wall Street Journal, August 27, 2011. 
http://online.wsj.com/news/articles/SB10001424053111904875404576532342684923826  (accessed 
October 2, 2013). 
 
3 Ricky Ribeiro "What Industries Will Tech Have Disrupted By 2025?" Biz Tech Magazine, August 17, 
2012 http://www.biztechmagazine.com/article/2012/08/what-industries-will-technology-have-disrupted-
2025  (accessed October 3, 2013). 
 
4 Seth Godin, "Music Lessons" Seth’s Blog, January 7, 2008. 
http://sethgodin.typepad.com/seths_blog/2008/01/music-lessons.html  (accessed September 12, 2013). 
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during the same timespan.5 Did the consumer care how they got their music in the end? 
Apparently not, and as popular business author Seth Godin reminds us, it begs the 
question: if the hugely successful music industry that we all grew up with didn’t deserve 
to last forever, does any?6 
The next major industry to be similarly upended has been publishing. Newspapers 
and magazines scramble today to discover whether there is in fact a business for them in 
a digital media landscape where anyone can build a blog and a potential audience.7 In the 
past twenty years, daily newspaper circulation has dropped 30%, ad revenues are half 
what they were just seven years ago, and twenty-four metropolitan papers have closed, 
gone hybrid, or all-digital in just the past five years.8 The trajectory of how this will play 
out for remaining publications may be accelerated by Amazon.com founder Jeff Bezos, 
whose recent purchase of The Washington Post revealed both a reverence for the 
institution, as well as the unsentimental vision of a digital entrepreneur: 
The death knell for any enterprise is to glorify the past -- no matter how good it 
was. Especially for an institution like The Washington Post that has such a 
hallowed past, it would be very tempting to live in that frame of mind. My point 
of view is pretty simple, that we can't be in survival mode. We have to be in 
growth mode. We have to be reader-focused, not self-focused or advertiser-
                                                
5 Adrian Covert, "A decade of iTunes singles killed the music industry" CNN Money, April 25, 2013. 
http://money.cnn.com/2013/04/25/technology/itunes-music-decline/  (accessed October 10, 2013). 
 
6 Seth Godin, "Music Lessons" Seth’s Blog, January 7, 2008. 
http://sethgodin.typepad.com/seths_blog/2008/01/music-lessons.html  (accessed September 12, 2013). 
 
7 Ribeiro  
 
8 Rick Edmunds, "State of the News Media 2012: An Annual Report on American Journalism" The Pew 
Research Center’s Project for Excellence in Journalism, February 11, 2013 
http://stateofthemedia.org/2012/newspapers-building-digital-revenues-proves-painfully-slow/newspapers-
by-the-numbers/  (accessed Oct 10, 2013). 
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focused, and that we need to also figure out how to use the gifts that the Internet 
gives us, at the same time that we are acknowledging that there are many things 
the Internet has disrupted in this business.9 
 
Bezos’ quote also serves to identify the crux point at which many businesses 
appear to stand on today’s shifting media landscape. He emphasizes moving away from a 
traditional company-or-product-focus toward being significantly more user-focused (such 
as more content-and-service-focused) in the way companies utilize existing web tools and 
platforms. Also that, at the same time, businesses should remain open to using the new 
opportunities that are presented by the web to redefine how a company goes about 
delivering real value to its customers in a new era.  
Consumer behavior is changing at an increasingly fast pace. More people in the 
U.S. today consume their news via digital sources than from newspapers or the radio.10 
And while TV has held its own as the main destination for news, that hold has begun to 
erode, especially for adults under 30. A full 17% of Americans now get their news via 
mobile devices, and the number that consume their news via social media sites has more 
than doubled in the past two years, from 9% to 19%.11  For the next generation, the 
numbers are even more telling: 
                                                
9 John Reeves, "9 Insightful Quotes from Jeff Bezos About ‘The Washington Post’" The Motley Fool, 
October 7, 2013. http://www.fool.com/investing/general/2013/10/07/9-insightful-quotes-from-jeff-bezos-
about-the-wash.aspx (accessed October 10, 2013). 
 
10 Chris Cilizza, "The rapidly changing media landscape and what it means for politics in 1 chart" The 
Washington Post, October 1, 2012. http://www.washingtonpost.com/blogs/the-fix/wp/2012/10/01/the-
rapidly-changing-media-landscape-and-what-it-means-for-politics-in-1-chart/  (accessed October 10, 2013). 
 
11 Andrew Kohut, Carroll Doherty, Michael Dimock, Scott Keeter, "Trends In News Consumption: 1991-
2012’" The Pew Research Center,  September 27, 2012. http://www.people-press.org/files/legacy-
pdf/2012%20News%20Consumption%20Report.pdf (accessed October 15, 2012). 
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Among adults younger than age 30, as many saw news on a social networking site 
the previous day (33%) as saw any television news (34%), with just 13% having 
read a newspaper either in print or digital form. 12 
 
Competition for consumers’ discretionary leisure time is being further 
compounded by television’s recent evolutions. The playing field for this entertainment 
programming is suddenly a complex one. Players include: the traditional networks which 
are still competitive and creating high-budget content; the cable companies like Comcast 
who are now also investing in programming; paid networks like HBO and Showtime 
creating critically acclaimed series; a potential AppleTV on the horizon to further meld 
big and small screens and heighten competition; YouTube, which is building production 
facilities and considering paid programming channels; and the “Netflix Effect” was 
introduced when its “House of Cards” represented the first time a TV series had its entire 
season of 13 episodes released online all at once and on-demand (attracting its own host 
of new online competition from Amazon and Microsoft13).    
Today’s media landscape is increasingly online. It’s one in which more video is 
uploaded to YouTube every sixty days than had been created by the three major networks 
in the past sixty years, and 65% of the U.S. population watch at least one video on the 
site each week.14 It’s a mobile landscape where 33% of smartphone owners use their 
                                                
12 Kohut 
 
13 Greg Satell, "What Netflix’s ‘House of Cards’ Means for the Future of TV" Forbes, March 4, 2013. 
http://www.forbes.com/sites/gregsatell/2013/03/04/what-netflixs-house-of-cards-means-for-the-future-of-
tv/  (accessed October 1, 2013). 
 
14 Lev Grossman, "The Beast With A Billion Eyes" Time, January 30, 2012. 
http://content.time.com/time/magazine/article/0,9171,2104815,00.html   (accessed October 15, 2013). 
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devices while watching TV and 70% use theirs while shopping in a store,15 and where E-
books are now outselling print books.16 Online ad revenue has overtaken newspaper ad 
revenue for the first time,17 and online video ads are receiving 18% more attention than 
TV commercials.18 Some 2 billion people are searching on the Internet every day,19 with 
adults spending an average of 5 hours per day online.20 We have reached a point on the 
media landscape where one in ten dollars is now spent online.21 Knowing that the ‘media’ 
sectors are in a tech-driven upheaval, what then are the ramifications for a venerable 
industry like the arts, which has traditionally been less overtly dependent on or impacted 
by technology?  
                                                
15 Ipso OTX Media CT / Google: The Mobile Movement Study (April 2011) 
http://www.gstatic.com/ads/research/en/2011_TheMobileMovement.pdf  (accessed November 1, 2013), 25. 
 
16 Claire Cain Miller and Julie Bosman, "E-Books Outsell Print Books At Amazone" New York Times, May 
19, 2011. http://www.nytimes.com/2011/05/20/technology/20amazon.html?_r=0  (accessed October 15, 
2013). 
 
17 Tom Rosentiel and Amy Mitchell, "State of the News Media 2011: An Annual Report on American 
Journalism" The Pew Research Center’s Project for Excellence in Journalism, 
http://stateofthemedia.org/2011/overview-2/ (accessed Oct 10, 2013). 
 
18 Les Luchter, "Study: Online Video Ads Beat TV Ads In Viewer Recall" Online Media Daily, May 24, 
2011. http://www.mediapost.com/publications/article/151115/   (accessed October 1, 2013). 
 
19 Blerina Sanocki, “An Introduction to Online Search: Best Practices for Leveraging Online Marketing to 
Grow your Business” Google, 2011, 
http://www.acg.org/UserFiles/file/newjersey/Search101%20for%20ACG%20Summit-
Blerina%20Sanocki.pdf (accessed November 15, 2013) 
 
20 Emarketer, “Digital Set to Surpass TV in Time Spent with US Media”, August 1, 2013, 
http://www.emarketer.com/Article/Digital-Set-Surpass-TV-Time-Spent-with-US-Media/1010096 (accessed 
November 1, 2013) 
 
21 Gian Fugioni Shares How Cyber Monday Sales Exceeded The $1 Billion Mark, video interview with 
Gian Fugioni, 4:57 (Comscore, November 26, 2012), Web Hosted Video File,  
http://www.comscore.com/Insights/Videos/Interview/How_Cyber_Monday_Sales_Exceeded_the_1_Billio
n_Mark (accessed November 3, 2013) 
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Like other established industries that saw their successes of the last century 
decline in the new one, the arts sector has likewise faced increasing challenges in the past 
decade. The National Endowment for the Arts’ (NEA) 2008 Survey of Public 
Participation in the Arts (SPPA) showed fewer adults attending live arts performances or 
art museums than in any of the previous surveys since the SPPA’s inception in 1982. Just 
35% of all adults participated in 2008, down from 39% in 2002 and a high of 41% in 
1993.22 For the first time, audiences 45 and older also declined.23  
Over the same 26-year period the number of potential new audiences aged 18-24 
who have any music education is down by a third, and those with any visual art training 
is down by nearly half.24 This is a concern for the arts sector – and potentially for society 
at large. Current research shows that exposure to arts education as a youth is not only a 
key indicator for later adult participation in the arts25 – but also for overall student 
achievement – just at the moment when arts education is disappearing in many schools.26 
Certainly not all is bad news, however. In a single week in 2014 – even in a single blog 
                                                
22 National Endowment for the Arts. 2008 Survey of Public Participation in the Arts. by Kevin Williams 
and David Keen. Washington D.C.: 2009, 2. 
 
23 2008 Survey of Public Participation in the Arts, 3. 
 
24 National Endowment for the Arts, Arts Education in America, What the declines mean for arts 
participation, by Nick Rabkin and E.C. Hedberg, PhD. Washington D.C.: 2011, 15 
  
25 Landesman, Rocco. Arts Education in America, Chairman’s note. Washington D.C., 2011 
 
26 Sabrina Holcomb, “State of the Arts, Despite mounting evidence of its role in student achievement, arts 
education is disappearing in the schools that need it most.” NEA Today, January 2007 
http://www.nea.org/home/10630.htm (accessed October 22, 2013) 
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post27 – one can read that the great recession has changed the landscape permanently for 
the worse, and that more orchestras are being locked-out by management in several 
markets.28 Alternately, one may also read that in other markets orchestra revenues and 
funding are rising and recovering29 at a time when national charitable giving to the arts 
has reached an all-time high as recently as 2012.30 All of this against a backdrop in which 
the arts industry today continues to contribute some 4 million jobs to the economy and 
provides over $135 billion in economic activity.31 In sum, there are stark negatives and  
also real positives. 
It is hard to imagine that the Internet as we know it is just under twenty years old. 
The Telecommunications Act of 1996 insured that access to the Internet be expanded 
beyond its centralized, governmental birthplace into the competitive marketplace. 
Regulations were intentionally kept to a minimum to drive new enterprise in the sphere.32 
This was an almost immediate boon to not only the telecommunications and cable 
                                                
27 Thomas Cott, “Have the Arts Recovered From Recession”? (You’ve Cott Mail, November 5, 2013) E-
Mail Newsletter, http://www.thomascott.com/ (accessed November 5, 2013) 
 
28 Bruce Ridge, “All the News That Fits the Print: The Failure of Arts Journalism at a Time of Cultural 
Need” icsom.org, October, 2013 http://www.icsom.org/news/2013_arts-journ.php (accessed November 5, 
2013) 
 
29 Steven Libman, “Is the Great Recession Over for the Arts?” DanceUSA.org, November 4, 2013, 
http://www2.danceusa.org/ejournal/post.cfm?entry=is-the-great-recession-over-for-the-arts (accessed 
November 5, 2013) 
 
30 Ridge. 
 
31 Americans for the Arts. “Arts & Economic Prosperity IV Summary Report.” (2011) (Washington D.C.: 
Americans for the Arts) http://www.artsusa.org/by-program/reports-and-data/research-studies-
publications/arts-economic-prosperity-iv (accessed October 1, 2013), 4. 
 
32 Henry H. Perritt, Jr “The Internet at 20: Evolution of a Constitution for Cyberspace” The William and 
Mary Bill of Rights Journal 20.4 (May 2012) 5, 
http://search.proquest.com/docview/1018427342?accountid=10559 (accessed November 7, 2013). 
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companies who owned the existing physical delivery infrastructures, but ultimately to all 
manner of businesses, organizations, and consumers as well. The ensuing two decades 
have witnessed an industrial revolution as the delivery ‘pipes’ have gotten bigger and 
end-user devices have gotten faster, driving an explosion of innovation, new kinds of 
businesses, products and competition, valuable services, and economic benefits.  Domain 
names necessitated search engines like AltaVista (1995) and then Google (1998) to find 
them. Web browsing necessitated computer ease-of-use and integrated services such as 
Amazon (1995) and Facebook (2004) where contact, content, and commerce could be 
merged at one-stops.  Music mp3 (1993-95) and video mp4 (2001) files necessitated 
compression algorithms to distribute them, which in part necessitated 3G and 4G wireless 
technologies to push those and other large data files seamlessly to mobile devices with 
the advent of the smartphone (1997) and particularly with the rise of the iPhone (2007), 
Android (2008), and iPad (2010).33 
The past two decades have seen the shift from web 1.0 to web 2.0., and now to 
web 3.0. At the birth of the web as we know it in 1989, its credited creator Tim Berners-
Lee imagined it as an information space where both people and computers could 
exchange – and interpret and connect – semantic-rich information. However the first 
iteration of the web – Web 1.0 – in reality operated more like a global filing system, 
where the machines could only present web documents containing ‘untyped’ hyperlinks – 
with humans left to do the interpreting and connecting. ‘Untyped hyperlinks’ meaning 
that there is no easy way for a computer to understand what a link between two pages 
                                                
33 Perritt, 5  
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means. Content creation was solely the domain of a handful of ‘webmasters,’ and the 
consumer’s role was a passive one of acquiring relatively infrequently updated 
information, with interaction amounting to email, forums, and search for information. 
Web 1.0. for these reasons is referred to as “The Read Web” or “Web of Documents.”34 
Data Analyst and tech blog writer Ioannis Parapontis notes that Web 2.0 – also 
known as “The Read / Write Web” – evolved around 2004 to provide richer benefits to 
web users via participation, collaboration and web communities, and empowering users 
to easily create, control and share their own content (such as text, video, audio, photos, 
presentations, comments, tags, ratings and reviews, etc.) on blogs, wikis, user profiles, 
social networks, etc. The flood of content, still comprehensible only by humans, drove 
demand for ever-more complex informational needs by web users. This required help 
with meaning from processing and reasoning tasks by software or other mechanized 
capabilities. Web 2.0 enabled fuller participation for human users, but still did not 
involve the machines, which were yet unable to understand the meaning behind the data 
(e.g. within the untyped hyperlinks in those web page documents) and their 
interrelationships.35 
Web 3.0 then is “The Semantic Web” – the evolution that enables meaning hidden 
within the massive amounts of data to become more quickly and easily readable and 
exploitable by humans and any ‘connected’ machine on the web. This web iteration 
empowers these connected entities online to contribute meaningful content, understand 
                                                
34 Ioannis Parapontis, “Web (R)evolution” Web of Data Stories December 7, 2012, 
http://ioannis.parapontis.com/ (accessed December 14, 2013) 
 
35 Parapontis 
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the meaning behind that content, and collectively reason about it on the user’s behalf. The 
goal being for users to acquire the most relevant information each time they seek it 
online, across data sources. The evolution from Web 2.0 to 3.0 is thereby also referred to 
as a transition from the “Web of People” to the “Web of Knowledge.”36 This evolution is 
further illustrated in the graph immediately below.   
 
Figure 1:  Evolution of the Web: 
 
 
                                                
36 Parapontis 
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Adoption of web technology is pervasive across the non-profit arts sector now. 
The Center for Arts Management and Technology’s (CAMT) 2011 report found that 
spending on technology across the three categories of 1) website/marketing (static or 
dynamic website, blog, social media, email marketing), 2) multimedia (video, graphic 
design, media sharing sites, podcasts), and 3) administrative (donor management, client 
relationship management/CRM, in-house databases, ticketing software), closely follows 
organization size and budget. Among smaller organizations, 78% spend less than $5,000 
per year on tech, 47% of mid-sized organizations spend between $5,000 and $20,000 on 
it, and 51% of large organizations spend in excess of $100,000 on technology annually.37 
The manpower available to handle new technology closely follows these trends as well, 
with 82% of smaller organizations, 49% of mid-sized organizations, and 45% of large 
organizations not yet having full-time staff dedicated to technology-related work. The 
existing tech usages fall primarily in the categories of website and marketing, 
multimedia, and administrative technologies.38  
CAMT also reported that, while smaller organizations were the only group that 
still primarily use “static” (aka web 1.0) websites more than “dynamic” (aka web 2.0) 
websites today, arts leadership in all sizes of organizations planned to shift away from 
                                                
37 Arts & IT: Technology Adoption and Implementation in Arts Organizations, 2011 (Pittsburgh: Center for 
Arts Management Technology, Carnegie Mellon University) http://arts.gov/publications/2008-survey-
public-participation-arts (accessed October 1, 2013), 6. 
 
38 Arts & IT, 6 
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static sites in the coming year. 39 However, when CAMT specifically asked its responding 
organizations what kinds of technology they planned to implement in the coming year, an 
unusually high number skipped answering these questions – and yet also answered that 
they felt their organizations were at or near where they need to be in use of technology 
self-assessments. CAMT Surveyors believe these factors may indicate a general lack of 
tech-oriented planning within the arts sector.40  
The Pew Research Center’s Internet Project 2013 report echoed several of 
CAMT’s findings in that the majority of arts organizations today feel the web has become 
an important element in increasing audience engagement, as well as in fundraising, 
advocacy, and organizational efficiency.41 Most also agree that tech and social media 
specifically help make the arts more participatory and enhance audience diversity, even 
broadening the boundaries of what is considered art.  However, the majority also report 
challenges in audience expectations – such as that all digital content should be free, and 
that technology has eroded audience attention spans at live performances, and has even 
undermined missions and revenue streams.42  
Pew reports that today, almost all arts organizations have their own website as 
well as a presence on some major social media platforms (Facebook, Twitter, YouTube, 
                                                
39 Arts & IT, 6 
 
40 Arts & IT, 7 
 
41 Arts Organizations and Digital Technologies, January 4, 2013, (Washington D.C.:  
 Pew Research Center’s Internet & American Life Project)  http://pewinternet.org/Reports/2013/Arts-and-
technology.aspx (accessed October 22, 2013), 2. 
 
42 Arts Organizations and Digital Technologies, 2 
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Flickr, for example) and have employees who post there for the organization. Most post 
photos, accept donations, sell tickets, and host blogs on their sites today. A minority of 
organizations sell merchandise, provide RSS feeds, use discount services (Groupon, 
Living Social, etc), and fewer still host podcasts, webinars or other instructional content. 
A majority do further empower patrons to share content by email or social platforms; use 
social media to connect with audiences pre or post-event, and as a ‘social listening’ tool 
to monitor their brands in the social space; survey followers on programming ideas; and 
slightly smaller percentages host discussion groups or conversation threads, or use 
directory services (such as Yelp, Google Local, Foursquare) to interact with patrons.43 
There is less information available as to how effectively these tools are being 
used. Are arts organizations using tech optimally and efficiently, regardless of level of 
adoption, and in what might be considered a user-centered focus commensurate with 
expectation in 2014? Are they doing so in an analytically driven decision-making process 
connected to real, measurable business goals? Are sites and social platforms being 
utilized to the extent possible to capitalize on the explosion of interest in “practice” – 
things “to do” online? Are arts websites and web presences leveraging the opportunity for 
programming for the web, whether for free as a service value-add, or as paid content as 
an additional potential revenue stream? Is it possible for a smaller arts organization to 
meet similar expectations as for a larger organization or non-arts business? Should they 
be expending a greater share of energy and budget on tech issues vs. production or 
presentation of art? These are some of the questions this thesis seeks to answer in 
                                                
43 Arts Organizations and Digital Technologies, 3-4 
 
22 
 
 
exploring how the evolving online landscape changes how you construct your arts 
organization web presence, and conceive of what your role is as an arts organization, 
enterprise or artist. 
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Chapter 1: 
The Definition of a Web Presence: A High Altitude View 
It comes down to the essence that your web presence is a distributed presence, not 
just a web site anymore. You have to understand that and manage that.  
 – Paul Fervoy, CEO MiWeb44 
 
 
The central question that this thesis seeks to answer is: how the evolving online 
landscape is changing how we construct our arts organization web presence, and 
conceive of what our role is as an arts organization or artist. As previously mentioned, I 
sought to answer this question primarily through the examples of a pair of case studies on 
recent web development projects conducted for two separate arts-related organizations: 
SethTV, a for-profit arts-entertainment company based in New York City, and the Arts 
Council of Wayne County, a non-profit arts organization in North Carolina. First 
however, it is important to establish the definition that I will be using for the term “web 
presence.” 
Businesses are wrestling with definitions for what constitutes a web presence 
today, with numerous examples of the ongoing conversations by those trying to define it. 
The definition of a business web presence has by now generally moved beyond equating 
it to simply having a web site.45 More typically today, the term refers to evolving from 
                                                
44 Paul Fervoy, interview by author, by phone, September 13, 2010. 
 
45 Margaret Rouse, "What Is Web Presence" TechTarget, April, 2005. 
http://whatis.techtarget.com/definition/Web-presence (accessed January 18, 2014). 
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using a website as a one-way sales ‘megaphone’ to it being a more collaborative ‘hub’ for 
one’s marketplace.46 James Ball, a web marketing specialist for small businesses, 
specifies a web presence as the sum total of all the website links that show up on a search 
engine results page (SERP) when someone ‘Googles’ the name of a company, with each 
of those links eventually leading back to the company’s main website. From there the 
company implements marketing calls-to-action, publishes content to establish authority in 
its industry, optimizes its site for search engines, and builds a dialogue with target 
communities that have been drawn to its brand.47 Paul Fervoy, CEO of web marketing 
and development firm InterNexo (now known as MiWeb) goes a step further. He echoes 
that one’s web presence is a distributed presence, not just a web site anymore. However 
he emphasizes the importance of understanding this not only from a marketing 
perspective, but also one that is equally cognizant of engineering opportunities and 
business strategy. Search results (organic search), paid search (pay-per-click), other 
peoples’ content sites, user generated content (UGC) sites, social media – insuring that it 
works together so that it is relevant to your company and to your market and tied together 
in an engineering sense – “connecting the pipes so that the stuff flows as it needs to.”48 
His rationale below presents an evolution in the way we view the web: 
                                                
46 Brian Halligan and Dharmesh Shah. Inbound Marketing: Get Found Using Google, Social Media, and 
Blogs. Hoboken, NJ, Wiley & Sons Inc, 2010, 12 
 
47 James Ball, "What You Have Is A Website…What You Need Is A Web Presence" TrustWorkz, January 
18, 2013. http://trustworkz.com/website-versus-web-presence/ (accessed February 16, 2014). 
 
48 Paul Fervoy, September 13, 2010. 
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“So, at the core is a business, that business has a web presence, and that equals a 
web business… not ‘I have a business and I have a website’… your business on 
the web is your business, not just a presentation of what you do.” 49   
 
 As one of the goals of this paper is to understand how the definition of a web 
presence is evolving, we constructed an ‘infograph’ illustrating this concept in order to 
better define this for ourselves. This graphic below displays what we understand to be an 
accurate map of a web presence ‘solar system’ today, and how its components are inter-
related and need to work together.  
Figure 2: Web Presence as a Service Structure “Solar System” 
 
                                                
49 Paul Fervoy, MiWeb CEO, interview by author, by phone, September 26, 2013. 
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In our view it is not your literal website that occupies the central position in your web 
presence. Rather it is a higher-altitude strategic mindset: the business function of “Web 
Conversion Management” – the mission of helping people to do what you want them to 
do on your website. “Conversions” relates to goals and metrics - a strategy that isn’t 
simply branding. Web Conversion Management is the practice of managing strategies 
oriented toward web-based completions of things of business value to you.50 This radiates 
as the guiding ‘sun’ at the center of an optimal modern web presence, one in which your 
business on the web is your business, not just a presentation of what you do. Paul Fervoy 
relates again: 
“This is why we don’t put ‘marketing’ in the name of this sun at the center of our 
universe… There is a mental jump there, when we ask: what’s the web for? Yes, 
for telling the world what you do; but also for doing what you do - making it a 
part of your business and service strategy - you extend your service via the web, 
and in that way making it a better service. Beyond that, you can extend what you 
should be doing as opposed to what you have been doing… you can return to your 
mission, and think again as to how you achieve your mission. Non-profits – we 
have a set of services defined by the world we live in defined by our mission, and 
the web forces you to redefine your mission, in that ‘we’ve limited our mission to 
the way we thought the world worked.’” 51    
 
It is around this central perspective that all else rotates. The closest green ‘planets’ 
orbiting this sun are three service clusters:  
• Web Business Insights: the practice of defining a strategy and maintaining the 
business indicators that tell you how your strategy definition is doing;  
• Web Infrastructure Assurance: the practice of providing yourself with web 
services and tools, and the tech support and administration to maintain them;  
                                                
50 Figure 2 
 
51 Paul Fervoy, September 26, 2013. 
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• Web Marketing Strategy: the day-to-day practice of assuring your web 
marketing execution across your content, campaigns and web marketing 
channels.52  
As you can see in the previous graphic, an organization’s website itself is one small ‘star’ 
within one of these three planetary service clusters – one among several different web 
marketing channels, albeit an important one. In reference to the illustration, a more 
detailed outline and explanation of each of the components and hierarchies of this web 
presence ‘solar system’ graph is included in Appendix I at the end of this thesis. 
Why be concerned though with this larger, somewhat more complex view of a 
web presence ‘solar system’? Isn’t it sufficient to focus on getting a website launched, 
and using email, databases, a few of the most popular social media profiles, and maybe 
some web ads? Don’t those things really add-up to having a ‘web presence’ anyway? 
These are reasonable questions, especially for smaller businesses and organizations in 
which human and financial resources are more limited.  
The answer that has been clarified for this author through the work on these case 
studies however, is simply that the aforementioned items – website, email, social media, 
paid web ads – are certainly important functions among one’s web presence marketing 
channels, they do not equate the entirety of one’s web presence itself. These are simply 
some of the ground-level, awareness-generating practices focused on telling the world 
about what you do, and are activities that one may hope to become better at over time – 
only when one has also taken the steps to establish a well conceived, constructed and 
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maintained universal-level web presence ‘solar system’ focused on doing more of what 
you do online. If your business on the web is your business, your mission then is to 
extend your service via the web and thereby make it a better service. Michael Kaiser, 
respected arts industry ‘turn-around king’, author, and Executive Director of the Kennedy 
Center, famously summed up his mantra for successful arts organizations as: “good art, 
well marketed.” We’d update that now to be: “good on-and-off-line art and other related 
services, well planned, plumbed, and promoted.”53 Adopting the broader view of your 
web presence as an inter-connected ecosystem, translates to focusing equally on the web 
strategy and engineering components – ‘the planning and the plumbing’ – that will allow 
an organization’s other ‘P’ – ‘promoting’ (aka web marketing) – to thrive.  
This may on surface seem to be a subtle distinction between a ground level versus 
a universal level web presence focus. It is not. Most businesses today still do not utilize 
even the most basic analytics tools to know whether their website is being indexed by 
search engines. Google Webmaster tools for example are not used by an estimated 99% 
of businesses, and as many as an estimated 85% may have these tools set up, but don’t 
use them, know how to use them, or know that they’re set up for their use.54  
Why not? Because it means more work. Reading the reports generated by these 
tools and doing things about them, being aware of what’s working and what’s not, 
correcting errors, taking advantage of more things online, all of which takes time and 
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effort. It means knowing that all of the components of one’s web presence ‘solar system’ 
actually do exist, where to find them, and what condition they are in, as well as paying 
attention to how those parts need to work together in order to improve the productivity of 
one’s business services on the web over time.  
Still, how does an organization – particularly a small or medium-sized one – 
justify moving precious time or budget to such tasks? The short answer is: because it is 
directly aligned to your mission. Fulfilling an organizational mission typically includes 
making oneself findable by and relevant to a community, and interacting with them with 
a goal of involving them in things of business-related and mission-related value to them 
and to you. The question then is whether your current web presence is set up to do this 
effectively in the modern tech era, and positioned to do so in the years ahead?  
Beyond that, what exactly is the definition of your ‘community’? Might people in 
the next town, or state, or country benefit from what you do? And how can modern web 
presence capabilities help you reach more of them, help you to help them solve their 
problems, allow them to ‘join’ and spread the word for you? Should arts organizations be 
limited to only those people they can draw physically in to a building, only for a live 
event or exhibit? These are among the questions this thesis seeks to answer in exploring 
how the evolutions in web tech informs how we present our arts businesses online, and 
how we think about what our role should be as an arts organization or artist. 
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Web Presence: A Ground Level View 
To recap, the priority for an organization involved in a website development 
process is to take steps to solidify all three ‘planetary’ service clusters in order to 
effectively manage how those components work together toward a business-related goal 
of website conversions – a.k.a. helping people do things on your site to solve their 
problems. The planetary service clusters include: #1) the ‘planning’ and #2) the 
‘plumbing’ in order that the day-to-day activities of #3) the ‘promoting’ (aka web 
marketing) – may thrive. The ‘problems’ they may be looking to ‘solve’ could include 
what to do with their discretionary leisure time on a given date and time; finding 
information about an event or artist or directions or a donation option; locating 
opportunities for their own continued learning, practicing and improving at something 
over time; discovering how to share information and thereby meet people with similar 
interests; understanding how and where their children might learn a new discipline and 
thereby better learn how to learn, etc.  
The technical team with whom I partnered created a “web marketing mix model” 
to illustrate the main areas of focus in the third cluster of web marketing, which typically 
occupy the bulk of an organization’s day-to-day activity of telling the world about what 
they do. These focus areas, shown in the graphic below, help to ensure that an 
organization’s web presence is taking full advantage of all that modern web platforms 
have to offer. The pieces in this web marketing mix puzzle are:  
1. Search Engine Marketing (SEM) and  
2. Social Media Marketing (SMM), which are the practices of optimizing one’s 
paid search advertising over time;  
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3. Search Engine Optimization (SEO), which is the practice of improving how 
one’s site is being used by people and search engines and understood by them;   
4. Social Media Optimization (SMO), which is the practice of helping an 
organization be better at curating and serving its content to the appropriate social 
media sites, blogs and user generated content sites over time.  
5. Reporting, is the practice of using analytics to help the business continually make 
its web presence better, and which permeates and integrates the other quadrants.  
 
Figure 3:  Web Presence Marketing Model:   
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Chapter 2: Case Study – Seth TV 
Background 
Question: How do you know when you’ve truly “arrived” in the Broadway 
world? Get your first starring role in a Broadway musical? Get rave reviews? 
Award nominations?  Answer: You know you’ve arrived when Seth Rudetsky 
invites you to drop by his show for a visit. 55 
  
Seth Rudetsky is the ultimate “insider’s insider” in the world of Broadway 
musicals. The industry’s most sought after accompanist and music director to the stars, 
who can reach into his black book and get anybody who is anybody to appear with him at 
any time. Seth is known to be his era’s walking encyclopedia of the American Musical, 
and reigning expert and humorist on how to sing its songs, who’s sung them best, and 
who hasn’t. Via his daily SiriusXM radio shows, weekly Playbill column “Broadway 
Chatterbox” talk shows, regular live performances of his “Broadway@” concert series 
with musical theater superstars in venues nationwide, and non-stop charitable concerts, 
he is a true ‘thought leader’ followed by virtually everyone in the musical theater 
community, practitioners and fans alike.56 His is a rare position, built over years.   
The need he came to me with was, that despite all of his clout, connections, and 
dizzying array of projects, he was not yet widely known outside the Broadway niche and 
its most devoted fans. He had been ‘lending’ his time, talents and celebrity relationships 
to programming owned by other entities for nearly two decades. In mid-August 2011 he 
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sought to create SethTV.com, which he envisioned as a new web-based ‘television 
network.’ As he currently owned an older and simpler website, he and his business 
partner Mark Cortale (the “SethTV team”) wanted to upgrade to a new site that would 
allow Rudetsky to leverage his many celebrity relationships, have more autonomy over 
creating related programming content, and convert some of that content into revenue.57  
 
The Planning 
 What the SethTV team – or really any individual or company – is asking when 
they begin a web development project, whether they realize it or not, is “how do I build 
and maintain a strong business on the web?” One of the largest immediate hurdles this 
particular project faced was that no websites of similar size and scope existed to serve as 
an example either in functionality or business model. With so many unknowns, it would 
be a challenge to provide a development proposal to address SethTV’s business needs.  
To begin the process of turning their vision into a reality (and into a business of 
some kind), I enlisted the expertise of Paul Fervoy, CEO and lead strategist at web 
services firm InterNexo (now known as MiWeb), with whom I had collaborated on other 
web development projects. We decided that our first task at hand was to actually begin 
some of the “discovery phase” work for the project now, which would typically happen 
after one was hired and the paid web development work was initiated. However, we 
needed to jump-start the strategy planning early, simply to be able to propose to them 
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what the project might entail technically and what that would cost to build. Our 
prospective clients also needed this information in order to secure their start-up funding. 
On top of this, they expressed a desire to have the site completed within four weeks from 
inception, which we believed might be an unrealistic timeline for a project of this 
potential complexity. We scheduled a strategy planning call with them for late August. 
 Ultimately we would need to do the following: define the business goals and 
objectives that would help determine website functionalities and success benchmarks; 
create the technical requirements for those functionalities that could be communicated to 
the developers who would be writing the code; gain an understanding of the brand 
definitions for the designer who would be creating ‘the look’ of the site; and assign a 
budget and timeline to the project so that a project manager could efficiently administer 
the workflow. The ongoing dialogue between our two teams was essential in forming a 
basis of understanding for their vision, translating that into actionable plans for our team, 
problem-solving as needed, and expediting the exchange of information and materials. 
From these very early conversations we were able to determine that the stated 
vision for the SethTV website was that it result in the launch of a new ‘webTV’ platform, 
beginning with the paid distribution of one original reality series starring Rudetsky, 
incorporating multiple revenue streams, and scalable to allow for him, as network owner 
and artistic visionary, to potentially program and distribute other, additional web series.  
The most important strategic decision we made, right from the proposal stage, 
was that this by nature must be considered a "proof of concept" project for their paid 
business model, lasting seven-months (one month of actual development followed by six 
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months initial 'run' of the website’s service). This "proof of concept" designation would 
allow SethTV, with our help, to realistically define the way forward over the next six 
months after real viewership information could be collected and analyzed, in addition to 
information about web server needs, website user preferences, sales numbers, etc.  
If we were to approach this as simply a for-hire development job – and hand off 
the site to our clients upon launch and wish them luck – the business would almost 
certainly fail. Understandably for people outside of the traditional business or tech worlds 
– they had not factored in any sustainability plans, such as the need for some ongoing site 
and server hosting maintenance, managing customer issues, planning and executing web 
marketing, and making use of and acting on what web analytics would reveal to them 
about the success or failure of the site or their content or tactics. Again, the reality was 
that they were asking for a website but had the expectations of a web business, with 
products and customers and associated goals and outcomes. With the web ‘solar system’ 
roadmap in mind, we knew that business success indicators would need to be defined, 
measured, maintained and reported on (“planning”); that ongoing website administration 
would be needed to keep it running and that there would be paying subscribers who 
would need customer support or tech support (“plumbing”); and that web marketing and 
advertising would be needed to draw potential customers to the site (“promoting”). It was 
important that we, acting as their trusted digital advisors, communicate this reality to 
them and help them plan for that kind of journey ahead. 
The project benefited by the fact that Rudetsky was a prolific creator of free video 
content on YouTube and Playbill.com, and social media promotion of it, and the 
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popularity of that practice had to some extent proved his content worthy of this paid 
model experiment. This proof-of-concept project would seek to prove the theory that 
enough of his web followers would be willing to pay for video content similar to what 
they were used to getting for free from him, to the extent that revenues would be greater 
than expenses. 
We learned from our conversation that their first web series was already filming 
and that their plan was to produce and distribute 10 - 12 episodes of the first “Seth’s 
Reality” season, at 22 to 30 minutes per episode, airing bi-weekly via the new website 
platform. Their revenue model idea was to sell subscriptions to access the series (i.e. $10 
per 'season') with their own stated goal of converting 10% of his estimated 300,000 daily 
SiriusXM radio listeners (3,000 fans x $10 each = $30,000 revenue for season 1).  
We made two recommendations in this regard. First we pointed out that the 
average conversion rate online for moving people from free to paid content – the most 
difficult thing to do on the web – was in the 1% to 2% range.58 Also, that the audience 
SethTV was actually trying to convert was the proven online traffic to his existing ‘old’ 
website, not his anecdotal SiriusXM radio listener numbers (this would be borne out in 
later of our reporting that showed almost no traffic coming in to the new website from the 
SiriusXM website). Given that the old sethrudetsky.com website had an average of 2,385 
unique visitors per month prior to launch of the new site, their target monthly subscribers 
should more realistically be to convert a small percentage of that number: 2% would be 
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average, 5% good, and 10% would be excellent. Secondly, we recommended they also 
pursue advertising revenue for the new website, in the form of ad network plugins and 
creating a SethTV ad sales option, which may include sponsorships, and product sales 
(i.e. ticket sales, music sales tie-in to iTunes or Amazon, dvds, books, merchandise, etc). 
         Their distribution model was for series episodes to be available via a for-pay web 
site that would embed a 'locked' video streaming platform. Again, without similar 
comparison sites, another “discovery phase” activity we needed to jump-start early was to 
research and provide detailed specs and cost analysis of the main video hosting/streaming 
platforms available. For reference, these findings on Viddler, Vimeo, Brightcove, and 
Ooyala can be found in the appendix. We also recommended that free 'teaser' video 
previews of the web series and short promotional clips be used to 'pull' organic Google 
and video search traffic to the site, and which we could also ‘push’ out to video sharing 
platforms such as YouTube, Vimeo, DailyMotion, and etc.  
Many important questions about the new business venture and the build-out of its 
web presence remained to be answered. However, enough information was confirmed for 
us to summarize at least the main objectives of the website. This allowed us to create a 
rough estimate of the time and budget needed for our team to fully explore the questions 
that remained about technical requirements, branding, financial goals, the client’s 
existing web practices and assets, and to build, launch, and test the site. It was within the 
context of the ambitious vision and general set of objectives which we now understood, 
that we created a proposal to support the strategy, design and implementation of the 
SethTV platform of web services, with a cost estimate in the low five-figure range. 
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 Another immediate challenge for the project was funding. Though the estimated 
budget was inexpensive considering the ambition of the project, it was not one that most 
sole proprietors would choose to pay for out-of-pocket. To address this and help to 
facilitate advancement of the project for our prospective clients, we assisted the SethTV 
team in considering alternatives. These included crowdsourcing, sweat-equity, ad-
supported models, and outside investors. Next to footing the bill themselves, crowd-
sourcing was appealing to them as it offered the most autonomy in how that funding 
could be spent. We reviewed the Kickstarter platform for them, at their request. Statistics 
showed that 44% of projects realized their full funding goal, and 94% that reached their 
funding goal raised more than their goal amount, with the average raising from under 
$10,000 to the $20,000 range, and in rare cases considerably more.59 On close 
examination, the time and effort required to plan and execute an effective Kickstarter 
campaign was prohibitive for the small SethTV team, as was the perceived potential for 
negative stigma in needing to ask fans for donations.60 For these reasons this option was 
seen as not ideal. 
An ad-supported model and sweat-equity model were also reviewed. In the first 
scenario, the idea was to conduct pre-sale of advertising space on the SethTV site to the 
Broadway theater community. This would be predicated on ‘likely’ traffic to the new 
website, based on existing traffic to Rudetsky’s old site, his followers on Twitter, 
Facebook, YouTube, Playbill.com, and his radio audiences on SiriusXM. We outlined for 
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them in detail the packaging, selling and managing of online advertising sales and the 
related technical backend. This made clear that there would be an array of additional 
responsibilities for everyone involved to consider.61 In the second, scenario of “sweat 
equity,” the idea was that our web development firm would enter a business partnership 
with the SethTV team and receive some percentage of site ownership and revenue 
generated by the site, in exchange for up-front development work. While there was 
potential for multiple revenue streams, committing to sweat-equity or ad-sponsored 
models represented risk, particularly for our team, and for this reason were not ideal. 
The SethTV team believed there were a number of potential investor partners 
among Rudetsky’s friends and fans in high places. Indeed, with our proposal in-hand to 
help them facilitate such conversations, by December 2011 they had commitments from a 
pair of investors prominent in the business community who would contribute the start-up 
funding to cover both the web development budget as well as the separate video 
production budget for the reality series’ filming and editing. Once the SethTV team’s 
partnership agreement paperwork was completed with their investors and funding was 
received, our team was in a position to set a kick-off date of March 29, 2012 to meet with 
the SethTV team and begin the project’s first phase. 
 
 
 
                                                
61 Paul Fervoy, SethTV Advertising Sales Planning document (November, 2011). 
 
 
 
40 
 
 
 
The Plumbing 
 
 As anyone knows who has attempted a home improvement project, planning is 
essential in keeping the plumbing (and electric, etc.) on-time, on-budget, and as-
envisioned. The main challenge we faced at kick-off of the SethTV development process 
was defining a more detailed set of business goals and technical requirements for our 
strategists and developers to work from. The focus of the discovery phase of development 
then (also called the ‘strategy phase’), was to work with the SethTV team to establish the 
parameters, such as determining their needs and desired outcomes for the website (what 
the site will be and what it will not be), and fleshing out specific goals for the needs and 
outcomes of the target users of the website. In our original estimate, we had done the 
project the favor of beginning to set some tech requirements early and to spec those out 
(particularly video hosting and payment platforms) – including setting a budget scope to 
realize the initial vision of getting to ‘launch’ and minimize costs to make it feasible. This 
also positioned us to be able to tell the client what was and was not in budget. 
 An additional challenge we faced was time. We learned that the video production 
budget would now only allow for 8 instead of 12 reality episodes. Consequently, the 
proof-of-concept timeline was downsized to 5 months instead of 7. This still assumed 
approximately one month for website development (comprised of discovery, design, and 
development phases), and now four months of bi-weekly series rollout. We also learned 
that the client had, on their own and unknown to us, already set a launch date of May 7 – 
just over four weeks from our kickoff – and were planning launch events around it.  
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 We needed to do two things quickly in order to be able to meet the client’s 
expectations. First we sought to negotiate a more realistic timeline that would still suit 
both of our needs, and requested that going forward they let us know about timelines they 
were discussing with investors. Further, we clarified that an ideal website development 
timeline was not 4 - 5 weeks for a site like this, but that we had spec’d it that way five 
months earlier in our proposal only because they had expressed that need in September. 
A mutually acceptable compromise was reached. There would be a “soft launch” on May 
7 of a one page mini-site that would include the new design ‘look,’ a video screen auto-
playing a preview of SethTV’s programming, social sharing buttons, and primary ‘call-
to-action’ language encouraging people to pre-subscribe for six months of the service, but 
it would not have the video streaming and payment platforms fully in-place or publicly 
accessible.62 The ‘official launch’ would be on June 18, which would give us sufficient 
time to determine, design and develop the website’s complete information architecture 
(sections, pages, content and functionalities), the first episode of season 1 of “Seth’s 
Reality” series and subscription streaming, plus other premium programming offerings.  
A live event in New York would be planned to celebrate the official June 18 launch date. 
 Secondly, we gained a consensus with the client that we would only focus on the 
‘big goals’ – we needed to prove the business model and prove the technology. As an 
experienced development team, we recommended spending as little time and budget on 
development as possible, keeping development as ‘lite’ as possible, keeping focused on 
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getting people in to the site, engaging them there, and getting them hooked. There were 
many things that SethTV ultimately could or should do. On a tight budget and now a  
tight timeline like this, the goal was not to expect this to be a big ‘money maker’ in the 
short term for anyone. The goal was to succeed to the extent that there was an 
opportunity for them to prove their concept and vision – and for us perhaps to establish 
an ongoing role helping them to manage and market such a platform to make it 
sustainable.  
 One of the most important tools we utilized in the discovery phase, was a “Needs 
Survey” with the client, in order to understand more details about their web presence 
practices and their business and website goals. We began with questions such as asking 
them to describe their vision of an ideal result of their web presence within six months 
and within two years. What is it like? Who visits it and why? What impact has it had on 
your business? What tactics would be employed to achieve these results? We also needed 
to understand more about their ‘market’ – who their audience was and what they needed 
or wanted from SethTV? The survey included a table to capture information about their 
target clients and descriptions of their needs and expectations. The clients’ answers 
helped us to confirm five target audiences and assumptions about their behavior and how 
or where to reach each of them.63 An example from this table is below: 
 
 
                                                
63 Tom Fervoy, Needs Survey, (April, 2012). 
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Figure 4: Needs Survey example questions and answers: 
 
Name 
 
Brief profile 
what are they 
in need of?, 
what do they 
hope to 
achieve 
during their 
visit to the 
site? 
what would be the 
best possible 
solution for 
resolving this need?  
what do they wish 
would happen 
during their visit to 
the site? 
how do they know 
when they are 
satisfied?  what is 
the ideal product 
of their visit to and 
use of the web 
site? 
what makes your 
company a 
"tough sell" for 
them? 
what do they 
naturally "go 
for" (i.e. like and 
appreciate) 
about your brand  
or company? 
EXAMPLE: 
 
Name: 
 
Broadway 
musical fans 
seek news, 
photos, videos 
about 
Broadway 
musical 
theater and its 
stars 
They would find 
the site from 
entertainment news 
sites, celebrity sites, 
video sites, B’way 
industry sites and 
blogs, local reviews 
and web 
testimonials. 
 
They also use 
Google Maps and 
"Local" about Seth 
live shows and 
events  in their 
area, and find the 
provider that way 
On their first site 
visit they view a 
video (and post a 
comment about it), 
subscribe to series, 
submit a form 
(email list signup), 
download a pdf, 
send question and 
receive email 
response, see info 
on other Seth-
related products, 
buy products, 
check calendar for 
local events, get 
info about charity 
partner orgs, 
donate online 
Competition 
from other video 
entertainment 
streaming sites. 
 
Confusion about 
what SethTV is. 
May be seen as 
only B’way or 
gay niche-
focused 
 
Cost-conscious; 
‘story not clear;’ 
unsure of 
charitable 
connection 
 
Concerned 
they’re not hip  
or in-the-know 
enough 
Top quality 
Bway themed 
entertainment 
videos & events 
Source of 
comedy, music, 
trivia & fun facts 
 
Get to see 
celebrities - some 
from Bway you 
may not see 
elsewhere ‘on 
TV,’ never know 
what star will 
turn up! 
 
Learn cool stuff 
about songs, 
singers, shows 
 
Give to a cause. 
 
 Discovery phase activities such as our survey, our own audits of the client’s 
existing web presence, and our ongoing dialogue with them, provided many valuable 
insights. Questions about success indicators explored what measureable goals they hoped 
to achieve, and what indicators they would pay attention to in order to know that they had 
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achieved success. Financial goals questions asked about their monthly revenue goal, by 
how many months after launch it must be reached, how many subscribers were needed to 
reach this goal, what return on investment was expected, and etc.  
Also, questions about content usage and site traffic provided us with valuable 
metrics such as Rudetsky’s YouTube viewers and his website’s visits and page views, 
and presented him with other indicators that we would track in future such as length of 
time visitors spent on the site, frequency of their visits, number of return visits, free 
content viewership vs. paid content viewership, what content drove conversions to each 
revenue stream, etc. Marketing questions brought us some information on his existing 
social media followers, and highlighted other indicators we considered important, such as 
what channels were driving traffic that converts for each revenue stream, for example.  
Lastly, goals and objectives-related questions allowed us to understand what 
SethTV specifically hoped to achieve with this web presence: such as establishing 
Rudetsky as a brand and trusted ‘tastemaker;’64 providing an insider’s view of Broadway, 
its stars, and related news, gossip, and tips; a platform for Broadway performers and up-
and-comers; visibility and promotion to Broadway and off-Broadway shows; and 
building public support for the work of the site’s charitable partners. We clarified for 
ourselves that we needed to promote and increase site visits by a larger new audience of 
Broadway fans and entertainment news followers, arts professionals, amateurs and 
students. We also needed to clearly communicate the options and benefits of becoming a 
subscriber or a follower of SethTV, to move his existing fan base to this platform, and set 
                                                
64 Tom Fervoy, SethTV Website Planning Brief document, (April, 2012). 
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it apart from the competition; among many other insights. 
The product of this strategy phase was that it allowed us to create inventories 
of available content, such as videos, blog articles, testimonials, press features, photos, 
newsletters, etc. Also to create inventories of services – what the site should do and 
how – such as promoting the reality series and original premium concerts, making 
preview clips up-front-and-center; enabling viewers to post comments about videos; 
having calendars that can be subscribed to and that publish and promote the video 
shows and live events; offering a site directory of all artists by name who appear on 
SethTV programming, and of all songs that could be viewed; allowing purchase of t-
shirts, books, dvds; capability for site content to be shared to social media sites, etc.65 
Finally, from the content and services inventory, we were able to establish the 
technical functionality goals for the new website. This allowed our development team to 
specify how to write the code and incorporate software for the featured website areas of 
free and subscription videos; a live events calendar; an e-commerce store; industry news; 
charitable donations; contact and request forms; discussion and dialogue tools; general 
information on mission, vision, history; the “CMS” content management system software 
on which the site would be built; social sharing tools; a site search function; and site 
advertising.66 
The discovery phase by necessity takes a medium-to-long-term view of the site 
development and evolution, in order to plan an effective web presence with a solid 
                                                
65 Tom Fervoy, Needs Survey, (April, 2012). 
 
66 Tom Fervoy, SethTV Website Planning Brief, (April, 2012). 
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foundation in business goals. Alternately, the design and development phases are limited 
to only those aspects of the web site that will be delivered upon launch. In the design 
phase the information architecture is established – i.e. the hierarchies and logic of how 
the site’s sections, pages, and content are accessed by people and search engine ‘bots.’ 
This phase also establishes the visual communication design (the ‘look and feel’). A 
website is after all an opportunity to tell a brief, and primarily visual story about who you 
are, what you do, and what makes you remarkable. The original SethRudetsky.com site 
did a good job of establishing a brand for the client, however it was also ‘busy,’ 
somewhat distracting from the main purpose of hosting content, and not easy to navigate 
or locate specific content.  
To address design, we researched and provided the client with extensive links to 
‘competitor’ sites as examples (primarily larger, network TV-related sites with budgets in 
the hundreds of thousands or more), which showed many video sites telling their story 
visually, simply, elegantly, and entertainingly. For instance, those sites often used several 
larger, changing, image 'slides' on the home page to help to tell this visual story 
efficiently. Based on this, the client changed their branding ideas. Instead of re-using the 
old site’s existing brand style, they decided to only lightly reference the old site in spirit, 
and instead to convey that they were doing something new and exciting now, with high 
quality, professional content and world-class artists, and for the first time they were 
asking people to pay for it. They rightly wanted the new graphic approach to help bring 
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Rudetsky to “a whole new level.”67 The site design was their opportunity to do so. The 
site can be viewed at http://www.sethtv.com in reference to the above. 
The design phase should also establish at least the requirements for web 
marketing and results-monitoring, so that these marketing strategies can be included in 
future website development. The reality is, that a website that isn't marketed will fail to 
reach any goals. We identified that the site needed to accomplish the overall goals of this 
‘proof of concept’ project by 1) generating leads and sales (signups/subscriptions), 2) 
selling products through e-commerce (books, t-shirts, DVDs), and 3) build the brand via 
an engaging experience (i.e. how are you remarkable?). With an eye on the post-launch 
proof-of-concept period ahead, a basic marketing budget was outlined, along with a 
minimal monthly administrative budget (to maintain the site, its hosting, and video 
streaming and payment processes), outside of the web development costs. Our original 
proposal did not quote these marketing services in the initial estimate, but included them 
as an addendum of "options" for post-launch marketing strategies and activities. For 
reference, an example of our marketing management proposal can be found in the 
appendix. 
The development part of this work phase then refers to the creation of coding 
pages and software that are specific to the needs of the SethTV web presence. This 
includes the use and application of existing software tools and services wherever 
possible, so that everything does not need to be ‘custom-built.’ This included our choice 
                                                
67 Tom Fervoy, Email with client Mark Cortale, (April 15, 2012). 
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to build the new site on a WordPress ‘CMS’ (content management system) that would 
allow expandability in future functionality and allow the client to easily make updates to 
pages, videos, photos, etc. themselves, saving them time and money. We chose Viddler 
as the subscription video hosting and streaming provider to incorporate into the site due 
its cost-effective solution specifically for small businesses and decent simple services for 
that cost. ‘Unpublished’ YouTube embeds would be utilized to host the many free videos 
on the site. We chose the Amazon Web Services ‘cloud’ hosting for the site as the most 
cost-effective for the client and user-friendly for our tech team. Also the Google suite of 
apps: Gmail, Google Maps, Google Local for Business, Google+, Google Analytics and 
Webmaster tools, as the most streamlined, cost-effective, and search-engine friendly 
administrative package available. MailChimp would be used for email newsletter 
signups, list management and email marketing, and PayPal for easy payment processing. 
 We executed this phase in short cycles or “sprints” that allowed our team to focus 
on key aspects of the web presence and deliver observable advances to the client 
throughout the work process. This allowed us to obtain the SethTV team’s feedback early 
and often so that the individual parts and products of the web presence were known and 
tested as early in the project development as possible. Development Phase activities 
include installing and configuring content and service management tools, acquiring and 
setting up the aforementioned web services (video streaming, payments, etc.), developing 
and testing systems integrations, creating page templates, implementing visual design and 
site architecture, work flows and navigation, marketing design, an usage tracking tools. 
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The Promoting 
 
The mini site launched on May 7, 2012 as planned. This allowed Rudetsky to 
begin to create awareness and anticipation via his Playbill column, his avid Twitter and 
Facebook followings, his audiences on air at SiriusXM radio, and in his live shows. It 
also allowed people to begin pre-subscribing at $30 for the first six months of the SethTV 
paid service. Despite there being only a teaser video available about the new web reality 
series, some 150 fans paid to pre-subscribe in the first few weeks the mini-site was live. 
In the meantime, our team could continue the development process. 
 On June 18, the full SethTV website and services launched, along with customer 
support. A live concert event promoting SethTV took place at XL Club on 42nd Street in 
New York on the night of site launch, hosted by Rudetsky and featuring six Broadway 
stars performing songs from the roles they did in high school. The proceeds of the event, 
which was announced in several entertainment publications, benefited the Chesapeake 
Bay Academy for children with learning issues. Episode 1 of “Seth’s Reality” was also 
screened for the live audience, and the event was filmed for subsequent SethTV release.  
Upon launch, our team’s attention shifted to new priorities. These included 
creating engagement for the new site via marketing activities such as pay-per-click online 
ad spends (Google AdWords, YouTube ads, Facebook ads), social media build-out 
(Facebook, Twitter, Google+), promotional and paid marketing, promotional content 
creation & repurposing of that content across ‘free’ social media ‘channels’ to drive 
awareness (sign-ups, ‘Likes,’ ‘follows,’ comments, sharing, etc.), monthly email 
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newsletters, and press releases. We began an ongoing service of administering the site’s 
server hosting, and tech support of the site itself and its video content. We also initiated 
the important practice of website usage analysis (visitors, free-content usage, 
subscriptions, etc.) and the business results reporting of that analysis for our client. 
 
Results 
  Prior to the SethTV project, Rudetsky had built a solid following for his free 
YouTube videos (1.3 million views over 5+ years), and his witty observations on Twitter 
and Facebook (approx. 25,000 followers combined). The new ‘proof-of-concept’ project 
set out to test whether a percentage of those fans would now be willing to pay for some 
new ‘exclusive’ video content online. By the end of that initial period, after launch of the 
site and the roll-out of eight original episodes of his reality series, the first results were 
reported. The question was, had the project ‘proved’ its proof-of-concept experiment? 
I met with the SethTV team and their investors to deliver our reporting and 
recommendations. Our metrics showed that the project had successfully increased traffic 
to the new site vs. the old one and was engaging visitors and directing them to complete 
actions of business value to the client (subscriptions, paid video views, free video views, 
email list signups, etc). Specifically, in the six months prior to the May 7 soft launch, the 
former sethrudetsky.com website had 18,450 total visits of which 14,310 were ‘unique’ 
visits (unique computers or devices, i.e. not including multiple visits by the same person 
or device) – an average of 2,385 unique visits per month. As of six months after launch, 
the new SethTV.com site had 34,790 total visits of which 22,795 were unique visits – an 
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average of 3,799 per month.68 This represented an 88% increase in total visits to the new 
site vs. the old one, and a 59% increase in unique visits to SethTV site over the old site.69 
Our reporting for the first six months of operation also showed that the site had 
7,557 total views of its paid content, and over 86,361 total views of his free videos on the 
site. People had clicked 8,192 times to visit the subscription sign-up page (hosted on the 
Viddler streaming service), and clicked 18,192 times on Rudetsky’s 100+ free videos 
embedded on the site (hosted on YouTube as ‘unpublished’ – only viewable on SethTV). 
People had also clicked a total of 700 times on a variety of other links on the site, such as 
to his Playbill column, info on his various live shows, and to the charitable partner sites 
among others. The website’s 56,480 page views in the period represented an increase of 
6,000 over the previous site for same time frame. People were staying on the site an 
average of 4 minutes, an increase of 1.5 minutes per visit over the previous site.70  
This and other data suggested that consumers online were continuing to hear 
about the site and finding it online. They were understanding what the site was and what 
content it was presenting. They were engaged enough to then seek out specific free and 
paid content on the site and were able to navigate efficiently enough to locate and view 
this content. Analytics tracking showed that 60% of those people were arriving on the site 
as a direct result of our marketing and advertising activities, that 50% of visitors were 
coming from an even split between the New York City geographic area and nine other 
                                                
68 Tom Fervoy, SethTV - August 2012 - PPC, SEO and Social Report  
 
69 Fervoy, “PPC, SEO and Social Report”   
 
 
70 Fervoy, “PPC, SEO and Social Report”  
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major markets, and that 40% of total visits were return visitors, among other metrics.  
 
Figure 5: Old sethrudetsky.com site Dec 2011-May 2012 (prior to new site soft launch): 
 
 
 
Figure 6: New SethTV site (from May7 launch to six months after on Oct 7) 
 
 
Most importantly for the ‘proof of concept’ experiment, by the end of September 
the new SethTV.com site had 425 paid monthly subscribers to the 8-episode “Seth’s 
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Reality” series and a growing collection of other celebrity interview and performance 
videos, and an additional 57 paid subscribers to a “Miranda Sings at Birdland” one-hour 
pay-to-own concert special. Considering that the old sethrudetsky.com site had an 
average of 2,385 unique visitors per month prior to launch of the new site, Rudetsky had 
successfully converted nearly 20% of his historic monthly site visitors over to paid 
subscribers – and a full 12% of monthly visitors to his new site. The proof-of-concept had 
succeeded in greatly exceeding the typical 1% - 2% free-to-paid conversion rate online.71 
There was still much room for improvement. Results measurements allowed us to 
make those recommendations to the client, such as for a more structured social media 
messaging practice to promote programming updates, increased email newsletter blasts to 
existing subscribers, online press release distribution, addition of a regular blog on the 
site to create more pages of text content onsite in order to draw organic traffic by people 
and search engines (SEO practice), and various promotions and contests to engage and 
reward fans. Nonetheless, the proof-of-concept phase had clearly shown some promising 
success already in converting a percentage of free video consumption to paid.  
  As of May 2014, nearly two years since launch at the time of this writing, 
successes, challenges, and opportunities continue for SethTV. In the most recent six-
month sample period, traffic to the site has increased to 55,953 total visits in that 
timeframe, of which 35,191 were unique visits – for an average of 5,865 per month. This 
represents a 145% increase in unique visitors for SethTV in the most recent period vs. the 
                                                
71 Kook. 
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old sethrudetsky.com website, and a 54% increase over the new site’s first six months of 
operation during the proof-of-concept period.72 The site now hosts over 170 individual 
for-pay videos with 680 monthly subscribers for the main subscription set, and an 
additional 1,355 subscriptions combined for five other, pay-to-own exclusive celebrity 
concert videos, featuring Broadway and TV stars such as Patti LuPone, Sutton Foster, 
and Megan Mullally. Equating a net increase (including all site subscriptions and 
cancellations) of 1,555 new subscriptions since October 2012, for a current active total of 
2,031 paying subscribers.73  
This slow but steady growth has come despite considerable challenges beyond our 
control, such as a 30% reduction in monthly marketing administrative budgets and an 
ending of all paid online advertising by the client a year earlier in January of 2013. Our 
team has nonetheless continued a good and productive working relationship with the 
SethTV team over the past two years since launch. We continue gradual, incremental 
improvements to the site and site-related practices wherever budget allows, and to make 
recommendations for additional near-term and long-term improvements and opportunities 
for the ongoing sustainability and viability of the SethTV web business.  
 
 
 
 
                                                
72 Tom Fervoy, email to client (March, 2014) 
 
73 Fervoy, email to client (March, 2014)  
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Chapter 3: Case Study – Arts Council of Wayne County 
Background 
The Arts Council of Wayne County (ACWC) is a non-profit arts organization that 
is unique in its county by being both an arts service organization and a presenting 
organization. ACWC promotes and provides access to both visual and performing arts in 
the Wayne County, North Carolina area. The organization presents and showcases art 
collections and events and provides support to the creative economy of Wayne County. It 
supports nine affiliate organizations that include youth theatre, adult theatre, ballet, 
instrumental ensembles, the North Carolina Symphony, a children's group, a writers' 
group and vocal performances. ACWC serves the public as well as local arts 
organizations and community groups with a variety of programming and services. These 
include art center programs such as gallery exhibits, special events, and arts learning; 
outreach programs at youth centers and public schools; artist and arts organization 
support in administrative and financial services, ticket sales, and marketing programs; 
and arts advocacy and special projects. It does all of this with a total staff of two to three 
full-time employees. 
 
The Planning 
The main concern that ACWC’s Executive Director Sarah Merritt had, was that 
her current, older website was difficult for her and the small staff to update. Half of the 
website sections could only be updated by the third-party developer who built it. When 
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she and her staff were able to update the other sections, pictures and fonts often displayed 
out of alignment and caused in her words “a real mess.” She first contacted me in July of 
2011 to relay the organization’s need for a more modern and functional website to help 
them more efficiently reach a larger and more diverse audience. To begin the process of 
turning her web presence needs into a development proposal, I asked her to document a 
‘wish list’ to give me an idea of what she actually wanted to accomplish in a new site. I 
again enlisted again Paul Fervoy and his team for strategic and development assistance. 
Merritt’s brief wish list showed that she had a number of specific ideas in mind 
for what the new site should include. A ‘clean and crisp’ more modern design was at the 
top of the list.74 ACWC is especially strong in visual arts, but she did not feel that the 
current site conveyed that as effectively as it could, or as effectively as similar 
organizations were doing in her region and elsewhere.75 She provided links to five major 
visual arts organizations as design examples. She wanted an easy to read-and-navigate 
calendar and the ability for people to register for classes via the site. Other desires 
included expanded information about ACWC’s history, a ‘map view’ onsite for people to 
use in planning their trip, and an RSS feed (real simple syndication) which people could 
subscribe to for site updates and which could ‘pull-in’ arts sector news to the site. Beyond 
this, it was our job to help them understand what other visual arts websites were doing 
online, what else ACWC’s site could do in that connection, and what they could afford to 
accomplish. 
                                                
74 Sarah Merritt ‘Wish List’ document (July, 2011).  
 
75 Tom Fervoy, ‘Web Presence Strategy’ documentation (September, 2011).  
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I had introduced Merritt to Paul Fervoy a year earlier, at which time he had done 
the non-profit the favor of a gratis ‘deep dive’ audit of ACWC’s web presence. This was 
in order to provide a 'lay of the land' in terms of site performance and Search Engine 
Optimization (SEO) of the current website. SEO refers to the activities that you undergo 
to achieve better position for your website on search engines. It was now time for us to 
revisit those earlier audit findings. The positive and/or negative issues found, and 
recommendations for each, were essential in alerting us to many areas to improve on now 
in the new development. With this information and Merritt’s wish-list in hand, we had 
sufficient information to provide a ‘ballpark’ estimate ranging from the high four-figures 
to very low five-figures. 
An immediate reality for everyone involved, was that Merritt, her small staff, and 
board were particularly busy during this time with the sale of the organization’s longtime 
physical home and moving to a new downtown location. While this might affect the pace 
of the project and budgeting for it, after our conversations she nonetheless felt the timing 
was right to upgrade their digital infrastructure in order to address similar mission-related 
goals that the organization’s physical relocation was taking on. From a philosophical and 
practical vantage point, our team certainly very much agreed with Merritt on the timing, 
in that ultimately this was ‘all infrastructure.’ In other words, that one’s digital web 
presence was an essential piece of her organization’s overall infrastructure – 
encompassing physical and digital – each equally central to business operations, each 
requiring thoughtful consideration, planning, budgeting, and mutual integration.  
This harkens back directly to Paul Fervoy’s earlier observation: 
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“At the core is a business, that business has a web presence, and that equals a web 
business… not ‘I have a business and I have a website’… your business on the 
web is your business, not just a presentation of what you do.” 76   
 
The recommendation here for non-profit or for-profit arts companies then, would be that 
generally speaking one should plan to include website upgrades or redevelopment 
projects within any larger organizational strategic planning endeavors. 
 She was able to present the web proposal to her board in late August, who did not 
object to it, but wanted to confirm a specific cost figure from within our budget range. 
We helped to clarify that the estimate was derived from the wish list that ACWC had 
generated. Therefore the development section of the cost quote would be dependent, up 
or down, on how much and what kinds of functionalities they felt the new website should 
have. Those functionalities and associated development could vary widely, needless to 
say, and we had quoted on the full slate of the wish list. 
With the understanding that ACWC’s choices of final functionalities would 
determine the final cost from our estimated range, we were approved to begin work. The 
immediate challenge we faced was again to fully understand the vision, objectives and 
goals for the site in order to define technical requirements that designers and developers 
would focus on. Unlike SethTV, where we had no sites of similar size and scope to 
benchmark against, there were if anything too many non-profit arts sites to compare to.  
To address this, we requested any relevant documentation of background 
information that was not readily available on the current ACWC website – such as 
strategic plans, market research, client profiles, etc. Through the course of our discovery 
                                                
76 Paul Fervoy, September 26, 2013. 
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phase research in October and November of 2011, we arrived at an exhaustive 37-page 
"Web Presence Strategy" document of proposals, assumptions, suggestions and 
questions, based on our previous conversations with their team, on our earlier web 
presence audit, and on our benchmarking of competitor sites and other market research.  
The purpose of this strategy document was to gather and articulate the vision and 
goals for the ACWC web presence moving forward. This was not a work plan per se, but 
an organized ‘brainstorm’ or narrative of where we would like to be in the future.77 As 
such, it did not seek to outline only those things we could attend to in this current 
engagement. Rather, it focused on many things that could be achieved so that together we 
could define and then focus on which of those things we must achieve now. Essentially, 
we were mapping out the larger ‘solar system’ of what their web presence might 
eventually be in order to both prioritize for now and set the stage for the future. At this 
juncture, we asked Merritt to review this document and add any notes, corrections, input 
and responses. Once her notes were included, it would be used as the primary material for 
the design phase in which we would be forced to narrow, focus and prioritize the parts of 
the strategy that would be developed at that time. For an idea of the scope of information 
covered in that 35+ page strategy worksheet, an excerpt of its sectional outline is below: 
 
 
 
 
                                                
77 Paul Fervoy, ‘Web Presence Strategy’ documentation (September, 2011).  
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Figure #7: “Web Presence Strategy” Document 
Arts Council of Wayne County – ACWC Web Presence Plan Outline  
 
Contents: 
 
Introduction 
Background: 
Why is ACWC unique? 
Web Presence Strategy 
I. Objectives and Goals Planning 
a. Vision 
b. Target Markets & Stakeholders' Profiles 
c. Objectives 
d. Goals 
II. Site Content and Functions Planning 
a. Site Content and Services ideas 
b. Inventory of Content and Services 
c. Visual Design ideas: 
d. Web Marketing ideas: 
III. Site Marketing Planning 
a. Competition 
i. Summary of lessons learned from the competitor 
benchmarking 
b. 2. Sales and Customer Support Processes 
c. 3. Marketing Channels 
d. 4. UPDATED NEW INFO ARCHITECTURE PLAN 12/4/2011 
*** Please Review & Provide Notes*** 
Annex 
 
The Plumbing 
The exhaustive work done in the “Web Strategy Planning” documentation 
allowed us to ‘pull-apart’ the information architecture of the organization’s old website, 
and reconceive it in the context of what ACWC wanted to do a better job at, what the 
web would make it possible to do today, and what the larger sector was doing (our 
documentation included detailed analyses of the information architectures of the five 
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major visual arts organizations from Merritt’s ‘wish list’ example sites). It also allowed 
us to reimagine how that would be represented on the site’s home page graphically.  
We recommended a number of key changes to the way the site’s categories and 
information should be organized. In order to address Merritt’s need for a “clean and 
crisp” more visually engaging site, we proposed reducing the number of main navigation 
tabs on the home page from 17 categories on the top bar of the old site’s home page, 
down to just four main categories on the new site’s. We recommended using participatory 
verbs in these main navigation tabs to encourage visitor actions, such as replacing titles 
like “ACWC events,” “Classes and Programs” and “Contributions” with “Attend,” 
“Learn,” “Practice” and “Support.” We proposed separating-out a few new navigation 
options elsewhere on the page with titles that served as calls-to-action for some of their 
main audience targets, such as “For Families” (geared to mothers with children and 
military families), “The Art Market” (for art buyers or gift shoppers) and “Creative 
Directory” (for professional and amateur artists in the region and those seeking to hire 
them, learn from them, or discover and buy from them). The site can be viewed at 
http://www.artsinwayne.org in reference to the above. 
Our research resulted in a much deeper, more detailed, and more technically 
complex information architecture for the new site. This was due to reorganization of 
existing information areas; creation of new ones to better encompass the organization’s 
many offerings, services and verticals; and new cross-referencing among these to 
facilitate ease of discovery and navigation of these for site visitors. Laid end-to-end, the 
new site information architecture’s ‘trunks, branches, stems and leaves,’ was twice as 
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long as the old site’s. However the presentation of this on the site would actually be 
much simpler and streamlined on the surface, and more efficient for users to navigate.  
As an example of specific needs we addressed in the new site’s information 
architecture, readily available technology would allow the site to evolve from static pages 
featuring lists of text-based information about exhibits, events, or classes, into an onsite 
calendar tool that could be viewed as a monthly calendar, clicked-on for individual pages 
of event information that the calendar tool would auto-generate, and which would feed-
out groupings of information under categories of “events,” “exhibits” or “classes” that 
could be cross-listed on new category pages on the site and pulled in to the home page in 
small ‘windows’ of that week’s events. The calendar tool would also be expandable to 
allow people to register and pay for events online, show when a class was full, share that 
info with one’s friends, etc. It would mimic some of the kinds of on-site event 
presentations for instance that more expensive event ticketing software such as Vivendi 
and others provide to organizations. 
We opted to build the new site on the Joomla CMS specifically because it 
featured software plug-ins to facilitate this kind of functionality. The Joomla CMS 
(similar to the WordPress CMS used for the SethTV site), would also allow ACWC’s 
staff to log-in to the site’s administrative ‘backend’ and use an intuitive interface to easily 
edit the text, photos, slideshows, videos, and other content on the site. Joomla was also 
seen as easier for our developers to use and customize than WordPress.  
 Another pivotal evolution for the site would be changing the artist directory 
section from a simple page with a list of text-based names and contact info, to a multi-
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function new section featuring individual ‘landing pages’ for each artist. ACWC would 
be able to give artists in its county and region limited access to the website’s backend so 
that each artist could be empowered to ‘build-out’ their own page on the ACWC website 
and feature photos, slideshows, videos or audio clips of their work, class or exhibit 
listings tied in to the site calendar, social sharing functions, and other features to help 
them use the ACWC website to build awareness for their work in the local creative 
economy. 
 It was during this design stage of development that the project met its biggest 
challenge however. While the ACWC’s board had approved the project’s budget 
estimate, and though it was standard procedure for us invoice for this kind of work in at 
least three or more separate ‘chunks’ during the development process (i.e. at beginning, 
middle and launch of the project), the reality of this proved more difficult than the 
organization had anticipated. Adding the web development project to the budget at the 
same time as the organization’s physical relocation and those associated costs, resulted in 
unexpected budget shortfalls at the end of the calendar year in December 2011.  
To help resolve this, our team offered to divide-up billing into even smaller 
individual installments to alleviate such pressure, at Merritt’s request. She suddenly 
found herself though in some conflict with her board over the project. One or two of her 
more tech-savvy board members had recently expressed how impressed they were with 
the detailed and business-focused process of the web development project she had 
undertaken with us. A few others the board viewed the project as ‘a frill’ and less 
64 
 
 
necessary.78 Merritt stood firm in restating the importance of the project to extend the 
organization’s mission. She had even incorporated it into the strategic planning process 
she had just begun with noted arts industry strategist Nello McDaniel – who also 
expressed support for the value of the project and her comprehensive approach to it.  
The project had hit an unexpected snag by January of 2012, while Merritt sought 
to resolve the issue internally with her board. This resulted in a pause in the development 
work that stretched from two months to six full months. In the interim, Merritt reported 
discussing a variety of options with her board, such as reallocating monies from 
elsewhere in the budget, releasing monies from sale of their old building, applying for 
special grants for the website, approaching large donors for assistance, and approaching 
local corporations for special restricted funding for the site development. We also 
provided some support documentation for the latter from LaPlaca Cohen’s 2011 Culture 
Track report, which showed that all consumers view corporations much more favorably 
when they see them supporting the arts, and were 40% more likely to purchase from 
those corporate sponsors.79 Considering the web's local, regional, national and global 
reach, we certainly felt it a compelling partnership pitch for ACWC to potentially go to 
any corporate sponsor with this project.  
Among the sponsorship ‘deliverables’ we helped to outline for Merritt, were 
‘sponsored by’ designation in all page footers, specific sections of the site ‘brought to 
you by’ with special banner or pop-over branding for the corporate partner or other ‘tiers’ 
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of offerings in exchange for funding at 1, 2 and 3-year offers for example. Google 
Analytics could also be incorporated into the old site in order to share audience traffic 
metrics with potential corporate donors. On her own, by mid-March Merritt had received 
a $1,000 sponsorship from a local college for the education component of the site.80 
In late March, Merritt relayed that two additional board members had come 
forward in her most recent meeting to assertively support the web project and the need to 
get it done “ASAP.” Finally, by May of 2012, ACWC had nearly completed renovations 
on its new building, and budgeting issues around the website project were also resolved 
internally. Almost six months had passed since we had paused in December, and our 
team’s workflow first needed to be dedicated to reviewing where we had left off in the 
design phase with our team, and sharing this with the client to reconfirm decisions that 
had been made prior to pausing our work.  
We were able to schedule a call for May 24, 2012 between myself, Merritt and 
our team’s graphic designer so that they could be introduced and kick-off a direct 
communication on graphic design preferences with which to create a ‘style guide’ (for 
fonts, colors, sizes, specific likes and dislikes, requirements, competitor examples, etc) 
for ACWC’s new site development going forward. An August launch was tentatively set 
during the call, and after Merritt’s next board meeting in mid-June a payment installment 
was wired to cover the remainder of the design phase work. By mid-June our graphic 
designer delivered three distinctly different design options for the home page, which we 
then shared with Merritt. The selection was narrowed to two of the designs by the ACWC 
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staff, along with a few minor revision notes for each, for resubmission and review. The 
final design was chosen by Merritt shortly thereafter. Our designer also recommended 
that the design of the individual event or exhibit ‘slides’ that would rotate on the main 
screen on the site’s home page be repurposed for other materials produced by the 
organization – postcards, newsletters, email blasts, etc., in order to carry over the design 
style guide of the site for overall consistency in branding and reduce redundancy in their 
staff’s work flow. 
The last step in development was the exchange of content – text information, 
photos, links, etc., between our two teams – to utilize in building out each individual 
section and page of the site. With the ‘depth’ and scope of the new site information 
architecture, this was an especially large task for the small ACWC staff of three to 
complete while also running the organization’s ambitious slate of programming and 
services. Our team incorporated this information as it was delivered, section-by-section, 
page-by-page. We helped to drive the process by reporting regularly to the client as to 
what sections and pages remained to be done. Where we could directly transfer or update 
information from the old site, we did so as well for the new site on our end. We were able 
to also make revisions to layout, section or page titles as ideas came to the ACWC staff. 
Due to the staff’s many time commitments, this content build-out process continued 
throughout fall of 2012.  
‘Web Infrastructure Assurance’ was mentioned in our web ‘solar system’ graphic 
in Chapter 1. This relates to providing businesses with web services, setting these up, 
providing tech support, etc. In this connection, we alerted Merritt that the organization’s 
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domain was actually owned and controlled by their former webmaster on a GoDaddy 
hosting server. We arranged with their webmaster to transfer ownership to Merritt, and 
transferred hosting to the Amazon Web Services (AWS) server, which cost the 
organization just $20 per month and insured their ownership and control of their domain.  
Merritt also relayed to us that they currently had no central place for contact 
information for their constituents, including e-mail addresses, and wanted all of this 
information in one place. She had been using Access for direct mail and fundraising data, 
but described it as “pretty lame but all they could afford” at the time.81 As she asked for 
recommendations to streamline this work, we recommended using MailChimp to manage 
their email lists and segment them. It is a database and can include personal info beyond 
the email address and name and was a good tool for them since their goal primarily was 
to send mailings to these addressees.  
As they were also experiencing issues with their current email server but unable 
to get assistance from their webmaster, we moved their email hosting to Gmail, set up 
seven new email accounts there for Merritt and her staff, and also incorporated the other 
Google Apps into the site as we had for SethTV. At her request, we also provided Merritt 
with a quote for a very small monthly retainer to allow our team to continue helping 
ACWC maintain these services. By mid-to-late February 2013 the ACWC was able to 
schedule a session for us to train them on how to use their new site’s CMS backend to 
update content on the site, and provided them also with a customized manual for this 
process.  
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The Promoting 
The ACWC was finally launched the first week of April of 2013 to coincide with 
the date of their monthly “First Friday” event, at which their visiting public were 
introduced to the new site on laptops open for display in their new downtown home. 
Merritt relayed that she and her team were very happy with the new site, and reported 
that their visitors were as well. Typically a web development project of this kind may 
take two to three months at most. This project, beyond the control of either our team or 
ACWC’s, had taken far longer. At launch it had been over 18 months since our first 
conversation about the project. As Merritt would often relay, in characteristically 
determined, positive, can-do fashion, “that’s just the reality sometimes of running a small 
arts organization.” 82   
Additionally though, she relayed that the web project had raised some of the 
biggest challenges she had ever faced with her board.83 As was noted earlier in this paper, 
The Center for Arts Management and Technology’s 2011 report had noted that when 
asked its responding organizations what kinds of technology they planned to implement 
in the coming year, an unusually high number skipped answering these questions – and 
yet also answered that they felt their organizations were at or near where they need to be 
in use of technology self-assessments. CAMT researchers believe these factors indicated 
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a general lack of tech-oriented planning within the arts sector.84 As one can see in the 
ACWC case, even in situations where an organization may have forward-looking 
executive leadership, a variety of other issues may contribute to slowing the adoption of 
web technology – from physical plant-related issues, general budget concerns, staff-board 
relations, internal capacity, etc. 
With our ongoing assistance since their website launch in 2013, the ACWC staff 
has been able to learn how to facilitate most updates to their own website in ways it had 
never been able to do before, saving the organization in time and money spent waiting for 
a third party webmaster to do so for them. Though the very small monthly administrative 
budget that ACWC had post-launch (4 hours per month for just under $200) did not allow 
for web marketing, analytics, or e-business strategy work beyond keeping servers and 
CMS operational, our team nonetheless did continue to make recommendations to the 
organization.  
At six months after launch of the site, in October of 2013, we assisted ACWC by 
applying for a Google Grant. Google makes free AdWords text advertising available for 
non-profit organizations that apply and are accepted for these grants, which when 
awarded average around $300 worth of ads per month but can run all the way up to 
$10,000 worth of highly valuable free Google AdWords advertising per month. On 
November 4, 2013 we learned that ACWC was not only accepted, but had been awarded 
a full $10,000 in free advertising each month by Google. $300 per day would go quite a 
long way in promoting the activities of ACWC in the greater Wayne County area. This 
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was a noteworthy development for the small, overworked and under-resourced 
organization in terms of awareness building, event and exhibit promotion, class 
advertising, etc.   
The grant presented something of a double-edged sword as well. The challenge at 
hand, was what to do with all of this free advertising? Currently there was no staff to 
manage it. Nor was there budget set aside to hire an outside provider like our team with 
which to utilize several hours and a high degree of expertise with the Google AdWords 
platform to strategize, set-up, manage, and regularly update a variety of ad campaigns for 
different events and exhibits, and to report on the performance of such campaigns in 
order to improve them over time and properly leverage them. Merritt was nonetheless 
determined to make use of this windfall to her organization to further extend her mission 
and create awareness for ACWC’s many activities. At her request we provided them with 
what would be a minimal monthly retainer amount to handle this work as described. 
While she frankly admitted that the organization could not currently afford a monthly 
additional spend of just under five hundred dollars to do this work, she convinced her 
board to run a two-month test of it to measure results. This extended to a four-month test 
through the winter of 2014.  
 
Results 
 Within the first month after launch, according to Google Analytics, unique visits 
to the website had increased 28%. By six months after site launch, unique visits to the 
ACWC website had increased by 90% over the six months prior to launch. Page views on 
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the site had increased 190%. The site had gone from attracting an average of 300 unique 
visits per month before launch of the site, to an average of 575 per month after launch.  
By the first full week of managing the Google Grant AdWords advertising for 
ACWC in early November 2013, our team had dedicated a day and a half to getting 
campaigns set up and Events also posted to Google+. This covered thirteen campaigns in 
the first week alone, for nine different events and classes that ACWC relayed to us for 
inclusion. At the end of that first week, 633 of the total 927 visits to the ACWC website 
from these ads alone, with 47,000 impressions of these campaigns (number of people 
who saw ads online) and we succeeded in spending the first $1000 of the $10,000 for that 
month of November.85 This represented a 483% increase in visitors to the ACWC website 
in the first week of the Google AdWords campaign alone (927 visits vs. 159). Merritt 
verified to us that class registrations were also up already, and that this would be great 
information to share with her board, “especially those that thought a generic staff-created 
website was the way to go.” She thanked our team for the work on the new site, the 
Google Grants campaigns, and all of our efforts for ACWC, and noted that “it is 
definitely making a difference.”86  
Now, in the past six months since incorporating Google AdWords via the Google 
Grant, our team can report an overall 547% increase in unique visitors to the ACWC 
website over the six months prior to this advertising (22,048 visitors vs. 3,408), as well as 
a 266% increase in page views on the site. 78% of the traffic in this period is specifically 
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due to the Google pay-per-click advertising (accounting for 20,287 total site visits since 
Oct. 1, vs. 4,987 visits in the six months prior to that date). Of the other remaining traffic, 
11% has come via Google organic search (up 86% over the previous six months).  
Comparing the most recent six months since beginning Google advertising, vs. 
the six months prior to the launch of the new ACWC website, unique visits to the site 
have increased 1,118 % (22,049 visitors vs. 1,810) and page views have increased 953% 
(53,295 pages viewed vs. 5,059). This also represents a 49% increase in first-time (new) 
visitors (84% of visits were new visitors in the past six months vs. 56% in the period 
before launch). 80% of site visits come from inside North Carolina, 3% from Virginia, 
2% from South Carolina, with 1% each from Georgia, Pennsylvania, and New York.  
Site visits are up 368% within Goldsboro, NC, ACWC’s home (3,220 visits in the 
most recent period vs. 688 in the period prior to launch). Other top geo-locations visiting 
the site are: Raleigh, NC (196% increase with 2,491 vs. 839); Durham, NC (2,354% 
increase with 1,080 vs. 44); Fayetteville (1,960% increase with 927 vs. 45); Wilmington, 
NC (7,520% increase with 762 vs. 10); Cary (1,476% increase with 625 vs. 42); 
Greenville (1,462% with 625 vs. 40); Jacksonville (5,840% increase with 594 vs. 10); 
Apex (4,755% increase with 437 vs. 9); and Garner (3,291% increase with 407 vs. 12), to 
name just a few.  The figures below illustrate concentration of website visits ranging 
anywhere between 1 visit (smaller, lighter colored spheres) up to 3,220 visits (larger, 
darker spheres) per city or town location. 
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Figure #8:  Google Analytics Map Overlay (concentration of site visits from North 
Carolina: most recent 6 month period vs. 6 months prior to new website launch) 
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Upon launch of the new site, ACWC had already successfully accomplished a 
number of goals with their website redevelopment project. In addition to transforming 
their ability to update and build out their own web presence with their new website 
content management system (CMS), they had also begun to improve the visiting 
customer’s ‘journey’ on the site through a much cleaner presentation, a more logical and 
in-depth site infrastructure, and calls-to-action (CTAs) speaking directly to their key 
demographics’ needs. Moreover, they were now positioned to track their increasing site 
traffic and associated web advertising clicks all the way through to class signups, event 
inquiries, ticket sales, and other such important goals via analytics, empowering them to 
continue to improve website and service performance incrementally over time. ACWC 
has multiplied the organization’s ability to serve and define a community, but hasn’t 
stopped serving its local community or its physical facility. If anything, one feeds the 
other, the digital and physical infrastructures and presences, reimagining what an 
organization it. 
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Conclusion 
“The pace of change of our human-created technology is accelerating and its 
powers are expanding at an exponential pace. Exponential growth is deceptive. It 
starts out almost imperceptibly and then explodes with unexpected fury—
unexpected, that is, if one does not take care to follow its trajectory.” 87 
 – Ray Kurzweil 
 
 
The central question that this thesis sought to answer was: how is the evolving 
online landscape changing how we construct our arts organization web presence – and 
how we conceive of what our role is as an arts organization or artist?  Having retraced 
two case studies on non-profit and for-profit arts organization web development projects, 
what have we learned?  
On a surface level, we saw two, tiny, two-to-three person organizations begin 
fundamental changes in they way they do business, and reimagine their role within their 
community or industry. SethTV’s founders had a dream of exciting fans enough with 
their Broadway-themed web video programming that some fans would be willing to pay 
for that. Using newly affordable online tools for hosting and streaming video content, 
they successfully began moving a percentage of their website visitors from free to paid 
subscription content, creating new regular monthly revenue. They also created profit-
sharing relationships directly with star artists for pay-per-view events, and laid the 
groundwork to be able to provide other services next like online vocal coaching and 
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master classes, and online community gaming, expanding their mission from 
entertainment, to what one might call ‘infotainment’ and ‘edutainment’ services. 
 On the non-profit side, micro-organization ACWC was able to leverage readily 
available content management system (CMS) tools to build a site that helped them take 
more control of their own web presence; improve both internal efficiencies and external 
engagement with information about its many programs and services; and speak directly 
and more clearly to specific target demographics in their community. They’ve begun to 
expand their services online, and thereby improve their services. Using web-based tools, 
they are making scheduling, signups and ticketing for events and classes easier for site 
visitors and more time-and-cost efficient for the organization to manage. They are also 
now able to empower local artists to take an increased ownership stake in the 
organization by allowing them to each build out their own individual profile ‘landing 
pages’ on the ACWC website where each can promote their talents, art products and 
services, classes and lessons, and increase their individual web presences (and thereby 
ACWC’s) in the region’s creative economy. Further, with a major grant of free web 
advertising via Google Grants, the organization has exploded its online reach to beyond 
its home county in North Carolina and expanded its previous definitions of what and 
where its community and geographical borders might be. 
 These two companies have really only begun to scratch the surface of what is 
possible. But they have scratched it, and by doing so have begun to tear through the 
surface veneer of their prior preconceived notions of what may be possible for even very 
small organizations such as theirs to do in the future. With the web presence ‘solar 
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system’ framework in mind, the website development projects for the two companies 
were designed to be transparent and collaborative processes in order to empower their 
own learning, understanding, and ability to think strategically. Each project utilized a 
thorough ‘discovery phase’ to uncover their web presence strengths and weaknesses, as 
well as industry best practices, and technical opportunities. This was in order that each 
organization’s website could be rebuilt on a more solid foundation combining web 
business insights (planning), web infrastructure assurance (plumbing), and web 
marketing strategy (promoting), all under the guiding perspective of web conversion 
management – managing strategies oriented toward web-based completions of things of 
business value to them. What is most important about this is that, together, we’ve helped 
them begin to confront the digital divide: that technology is moving very fast, but most 
businesses are not keeping pace, and indeed in most cases cannot.  
 A random sampling of popular technical and business dialogue in the media today 
can seem both hopeful and aspirational – and at the same time daunting and out of reach 
for smaller companies and organizations. Business author Seth Godin’s mantra for 21st 
century business web presences is that “if your offering isn’t remarkable, you’re 
invisible.”88 David Devan, General Director of the Opera Company of Philadelphia, has 
similarly noted that for arts organizations to become locally viable they “have to become 
nationally important.”89 Economists Joseph Pine and James Gilmore identify a new 
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“experience economy” today, in which businesses of any kind are ‘stages’ which must 
orchestrate memorable events for their customers.90 Business author Daniel Pink 
frequently reminds us of the joint study by M.I.T., The University of Chicago and 
Carnegie Mellon University that found people to be far more motivated by opportunities 
for autonomy (the chance to be self-directed), mastery (the opportunity to become better 
at something), and purpose (being involved in something larger than themselves), more 
so than they are by traditional incentives such as monetary reward.91 Ray Kurzweil, 
Google’s chief of engineering, has stated that ‘the reason everything is going to change is 
as soon as you convert the knowledge we have into digital data, it suddenly explodes into 
new industry and opportunity.’92 All are intriguing ideas, to be sure, if beyond the 
practical day-to-day concerns of most companies. The key finding of this thesis could be 
summarized that small and medium-sized arts businesses and organizations need not be 
left out of these conversations.  
 We are converting our world from one where we had to manipulate physical 
processes to one of manipulating digital processes. Whether telephony, music, print, food 
production, or medical science, once you can get the code or DNA of something into 
digital format, you can modify it… and then go back to physical elements and do what 
you’ve modeled. From free Skype phone calls and the mp3 file, to combining computer 
science and chemistry together to explode advancements in food production and the 
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medical field. There are few if any industries left that are not somewhere along that 
continuum of being digitized and transformed.  
 And what about the venerable arts industry? Is it an exception to that rule? Paul 
Fervoy suggests otherwise. “Even for ACWC – you can explode what they do just 
through efficiency of communicating better. That is doing more of what they do online, 
and doing it better.”93 Further, ACWC’s original mission was based on Wayne County, in 
order to delimit who their benefactors and clients were. They were accurately reflecting 
their world once upon a time, with a limit of time and space that defined their arts 
community. Fervoy continues to say that “the internet takes that away - we’re not now 
confined by that. So what does Wayne County mean now? It’s a brand, an identity, not a 
geographical location. It’s ‘who we are.’ So people can become Wayne County artists 
and be in China, or be patrons because they like our image in Alaska. Mission changing 
opportunities.”94  
 Fervoy readily acknowledges though that this kind of discourse is often academic, 
and that few businesses are yet able to take concepts like this and turn it in to services or 
methods. Further, that 99% of businesses don’t have the leisure or resources that major 
corporations might have – to think big, get into methodology and philosophy, to think 
that way and get into those processes. ACWC and SethTV and other small companies 
can’t realistically think about how to change their industries, or have new missions or 
redefine their organizations. Fervoy clarifies that “that may take place, but slowly. They 
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need to be successful at what they’re already doing, which means applying technology to 
sales and marketing problems, and making them as successful in the digital marketplace 
as possible, allowing them to catch up to where the marketplace is, even though you 
know there is opportunity to rethink the marketplace they’re in or what they do.” 95 The 
challenge is to bridge the gap between big concepts of technical innovation – which may 
be hopeful and aspirational but practically irrelevant – and the way to talk about it in day-
to-day business. Fervoy offers a practical approach: 
“The point between ‘A and B’ is something like: companies are really unique. 
The way to understand their uniqueness and niche opportunities they have is to be 
good at understanding what is going on with the market and their users. To be a 
bit analytical and interpretive and propositive, and using the tools of the trade 
today to let the system help you learn. Then you’re talking about a learning 
process and not a radical change process. People more comfortable with that, as 
you can do it at your pace, with less shock that you have to radically change your 
business. So conversion strategy make sense as you’re doing stuff, and learning 
by the process, and eventually you as a business person will have ideas on your 
own about where you are going, how to get there, how you are unique and special, 
and what parts of it to abandon. That is why we use some terms like conversion 
strategy - is because it is that iterative and slow process of change. It is easier to 
sell as a “slow change” process, rather than radically changing your company.”96  
 
 So, slow change, but change nonetheless. I was especially fortunate to utilize a 
resource with the expertise of Paul Fervoy on the case studies covered here. One who 
recognized that there is a strategic opportunity in this digital marketplace even for these 
kinds of companies, to tackle the challenges of the digital divide in this slower, optimized 
way. That one doesn’t have to have venture capital in order to try something new. That 
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the goal is helping an ACWC or a SethTV or any small to medium-sized company keep 
up with technology at their own pace, and from a perspective that these kinds of 
businesses are going to be enabled to be in areas that are unique and great for them 
because the marketplace is changing. Not hindered because they don’t know where their 
opportunity is going to be ahead. Fervoy also identifies a trap that many small business 
fall into: 
“There are a lot of service providers that make you feel like the world is 
threatening and they’re there to help you win the fight: ‘Hire me as your 
mercenary.’ We don’t want to be that. We’re not a hired army to help you win 
some battle in a cold dark world. That is not our vision of the world. Our vision is 
that, this is an age of great transformation, no one knows how it will play out, and 
we want you to be able to take advantage of that and prosper as a small business. 
This is not just for big mammoth companies.”97  
 
This is an important message to convey about empathy for small businesses - that you 
can in fact be a ‘small global’ business. This is true today even small two or three-person 
businesses like ACWC and SethTV. This is a chance – to leverage technology, to grow 
and change and compete and innovate – that you do have today. In comparison, you don’t 
really have much of a chance today – as a person or a small business – working up the 
corporate ladder, or securing venture capital and having a windfall, or winning the lottery 
for that matter. There are so few of these situations that pan out, relatively speaking, that 
they are not worth talking about. 99% of companies (and the people in them) have been 
left out. Opportunity does exist however for small businesses. Fervoy illustrates: 
“If you’re going to change course and make cupcakes, there may be a way to do 
that in this digital marketplace that makes that idea feasible, when 20 years ago it 
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would have been much more daunting and unlikely. What would you have done? 
Secure a loan from a bank and set up small bakery on a corner and try to make a 
go of it, maybe sell to parties. But today, you would look at that exercise in lots of 
different ways. Your idea of the market is different. It could be cupcakes partially 
baked in the supermarket… to freeze and ship… or homemade cupcakes on-call, 
delivered locally to your door after-dinner, still warm, for instance.”98 
 
The point of the web for small businesses and organizations, indeed the point of the two 
case studies covered here ultimately, is that the most hopeful thing today is: not being left 
out of what the future is going to be. 
 What is the future then for your arts business or organization? As stated earlier in 
this paper: you have a business and that business has a web presence. That equals a web 
business. Not that you have a business and you have a website. Your business on the web 
is your business, not just a presentation of what you do. What is the web for, then? Sure 
it’s for telling the world about what you do, but more importantly it is now also 
increasingly for doing what you do, making that a part of your business and strategy. You 
extend your service via the web and by doing so you make it a better service. You make 
it “remarkable” as Seth Godin insists you do, you may even make it “nationally important 
and thereby more locally viable” as David Devan says you must do.  
 ‘Engagement’ today doesn’t mean engaging people in your marketing. It means 
engaging their hearts, minds, bodies, and spirits by ‘letting them in’ and ‘letting them do’ 
what you do. Letting them make art and decisions and create and problem-solve. That is 
how you motivate people in the 21st century as Daniel Pink recommends that you and all 
other businesses should do, based on leading, current studies of motivation. Your mission 
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was created at a time when jobs like yours in an arts organization may have been to 
curate from on high and present quality art and performances and entertain and enrich. I 
myself trained in theater conservatory to work in that world with you. It is a world 
however that no longer exists as it once did. We have too much competition now for 
discretionary entertainment time and dollars, and our local public education systems’ arts 
education budgets were long ago slashed. New audiences for theater and dance and opera 
and orchestra and art are not being generated as they once were. But the hunger of the 
masses for autonomy, mastery, and purpose has grown exponentially as technology has 
facilitated it. Serving that hunger is where your arts business or organization’s mission 
must reside today. Who after all is your organization for? For you? Or for them?  
 As an exercise, divide your (physical and digital) community in to each of its 
possible audience segments. Ask yourself for each group these basic questions: Why 
should they care? What value do you bring them? How do you make their life better? 
How do you help them solve their problems? Today, an arts organization has the tools to 
create new consumer ‘points of entry’ along each and every discipline associated with 
creating its product. Arts organizations should more fully utilize technology to optimize 
their web presence and extend their services on the web. Leaders in the sector must 
facilitate innovation by rethinking key areas such as copyright rules and union regulations 
that were created in the 20th century in order to allow a new explosion of creative, 
collaborative content innovation online in the 21st century. This is how you can begin to 
reorganize your own thinking, and thereby compete in new and powerful ways for an 
‘audience’ today. 
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 Instead of having a company of creative professionals waiting to be told what to 
do, and a community audience less and less interested in being told what’s good for them 
to sit and watch, give them all the tools to do more of what you do. Independently, 
collaboratively, and in partnership with you and/or with each other. Ultimately for them 
to ‘do more of what they do’ via the web, and in so doing, fuel innovation for you and 
with you. In this way, they may actually drive your website use as an interactive, 
creative, social community ‘hub’ or ‘creative gym’ to work out and strengthen their 
creative muscles. Orchestras, opera companies, dance companies, theaters, museums, all 
present many opportunities for multiple consumer points of entry and interest. These 
include the individual musicians, actors, dancers, writers, directors, composers, designers, 
administrators themselves as well as the specific disciplines in which they have expertise. 
Each of these disciplines has its own point of entry and potential for online community-
building: for discussion, content creation, curation, critique, competition, collaboration, 
even potentially graduating to physical or virtual production in partnership with the 
organization itself. Start slow, at your own pace, but start now, and know where it is 
possible for you to go. For yours and every other small global business, the future is now. 
 
“Let me just say, I want to ban the term "outreach" forever, because it's the 
dumbest thing on earth. It just shows how backward theatre is, that most theatres 
think of working in the community as outreach rather than as their core mission. 
Your core mission is healing your community, and the show is the outreach. My 
problem with most theatre is, because they have that backwards, the show reflects 
nothing at all but the theatre. It's not a reflection of quality time spent with a range 
of people; it's just about quality time spent with other actors.”99  - Peter Sellars  
                                                
99 Rob Weinert-Kendt, “Arts Demilitarized Zone: For Peter Sellars and Maya Zbib, mentorship isn’t a one-
way exchange.” American Theatre, October 2011,  
http://www.readperiodicals.com/201110/2493450431.html#ixzz2JmK1BZjb (accessed July 2, 2013) 
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Appendix A: Web Presence ‘Solar System’ Description 
I. Web Conversion Management – the yellow “sun” at the center of everything – 
helping people to do what you want them to do on your site  
a. Web Business Insights is the first of the three green “planets” orbiting the 
sun – the service of providing proof of the effectiveness of your web 
strategies. It has two “moons” in its orbit:  
i. Strategy Planning – the ‘what is the pain’ place where strategy is 
defined,  
ii. KPI (key performance indicator) Assurance – the ‘taking away 
the pain’ place where your key performance indicators are 
controlled and reported on. Flowing between these two “moons” is 
the ongoing data ‘current’ that informs you of how well your 
strategy is actually doing.  
b. Web Infrastructure Assurance is the second of the three “planets” – 
where the existence and functionality of your web infrastructure is 
assured. It has three orbiting “moons”:  
i. Provisioning – where you are provided with web services, setting 
these up, and showing you how-to use them;  
ii. Service Governance – where services that were set up, such as 
payments, passwords, etc., are managed and protected;  
iii. Technical Support – where the maintenance makes sure it is and 
stays running.  
c. Web Marketing Strategy is the third “planet” – where your web 
marketing execution is assured. Circling it are three “moons:”  
i. Campaign Management – your campaign ‘events,’ and their set 
of objectives and targets;  
ii. Channel Management – the marketing places that you use for 
generating discovery of your business, and your company’s 
interaction with the market. This “moon” has six “stars” circling it:  
1. Web-based Press Releases;  
2. Email Marketing;  
3. Social Media Services;  
4. Paid Web Advertising – which includes the three 
“satellites” of  
a. Display Ads,  
b. Search Ads (aka Search Engine Marketing, PPC, or 
CPC advertising),  
c. Social Ads (aka Social Media Marketing or SMM). 
5. The Website itself – with two “satellites” –  
a. Landing Pages where you direct your web traffic to 
land;  
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b. Mobile-friendly version site, where people on 
smartphones and tablets are directed to.  
iii. Content Management is the third “moon” – your web Content. 
It’s “stars” are:  
1. Content Creation;  
2. Transformation – repurposing the content you have for 
different marketing channels and audiences;  
3. Asset Management – organizing content, language, meta-
descriptions, etc.;  
4. Keyword Management – defining the language of the 
market and its categories and hierarchies.  
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Appendix B: Web Marketing Design: 
a. AdWords: standard ppc media spend $650 [Example] 
b. Web presence marketing: ongoing management & improvement $600 
[Example] 
i. Website Performance Management and SEO (search engine 
optimization) 
ii. Google accounts set-up & maintenance (Analytics, Maps, 
Places, Offers, Adwords) 
iii. Facebook Page build-out & strategy 
1. Admin of Facebook page posts 
2. Facebook campaigns to build Likes 
iv. Twitter Account setup 
1. Admin of Twitter posts to build Followers 
v. Secure other social profiles, repurpose content in other social 
spaces 
vi. Mailchimp Account setup for email addresses, segmentation 
1. Admin of Mailchimp email blast post (frequency to be 
determined, such as could include puppy of the week / 
puppy care tip of the week, deal of the week, etc.) 
vii. Adwords management includes but is not limited to: 
1. optimization tests, keyword research and negative 
keyword list building, display placement selections, 
audience targeting, ad texts, CPC bidding, reporting on 
results, and campaign structure, among others. 
2. Landing Page creation & optimization (ongoing 
multiple landing page designs as-needed, A/B testing) 
3. Integrated approach, determining advertising 
opportunities in other networks as well, such as 
Bing/Yahoo, Facebook, YouTube, etc. 100 
 
 
 
 
                                                
100 Tom Fervoy & Paul Fervoy, Web Development Proposal documentation (September, 2011). 
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Appendix C: Video Server Quotes: 
1080p HD video @ 30 min. = 1 GB file size 
800Kbps = 1080 GB bandwith 
Base = 3000 viewers per episode 
 
1. Ooyala 
a. Pro Lite Platform 
i. Plays:   
1. $1000/month ($12,000/year) 
2. 50,000 plays per month (600,000 video plays per year) 
3. Overages = $4.50 per 1000 streams 
ii. Bandwidth:  $90/month ($1050/year) 
1. 250 GB / month (3000 GB per year) 
2. Overages $0.45/GB 
2. Viddler 
a. Business account: 
i. Storage:   
1. $100/month 
2. 50 GB/month storage 
3. Overages = $0.30/GB 
ii. Bandwidth:   
1. Includes 50GB 
2. $112.50/month for “next” 150GB 
3. Overages = $0.75/GB 
4. then 774 GB = $0.35/GB 
b. Payment System: 
i. Online video subscription 
ii. We get a customer list 
iii. Charges 5% of subscription revenue 
1. Intro offer.  Fees may change 
2. Paypal payment 
3. Monthly payment 
a. Will it allow auto-charge customers’ credit card or 
bank each month at monthly subscription rate for 6 
months? 1 Year? 
c. Subscription form allows us to customize the subscription interface with 
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the API 
d. Video on viddlersubscriptions.com/seth 
e. Mobile Support - Flash default, HTML 5 fallback 
f. Analytics 
3. Vimeo 
a. Vimeo Pro 
i. $17/month ($199 / year contract) 
ii. 4GB/month (50GB storage/year) 
1. Additional 4GB/month = $17 (50GB = $199/year) 
iii. 20,000 plays per month (250,000 plays per year) 
1. 8300 plays/month = $17 (Additional 100,000 plays = 
$199/year) 
b. Does not allow that the free content be promotional content 
c. Free content plays are not charged in the Vimeo Pro contract 
4. Brightcove 
a. Brightcove Express 
i. $199/mo 
ii. 200 videos 
1. $20/mo for every 10 videos over the limit 
iii. 100 GB Bandwidth 
1. $1.25 each GB over monthly Bandwidth 
iv. 2 users / 1 account 
v. Sell Subscriptions? 
1. Fees? 
2. Customer payment methods? 
vi. Next tier of “Express” 
1. $499/mo 
2. 500 videos 
a. $10/mo for every 10 videos over limit 
3. 250 GB Bandwidth 
a. $0.90 each GB over monthly limit 
4. 3 users / 1 account 
vii. Next tier:  Professional 
1. call for pricing 1 888 882 1880 
2. customized usage package 
3. 10+ users / 1 account 
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